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MANPOWER UTILIZATION 


MONDAY, JUNE 25, 1956 


House or REPRESENTATIVES, 
SUBCOMMITTEE OF THE COMMITTEE ON 
Post Orricr AND Crvit SERVICE, 
Washington, D.C. 

‘The subcommittee met at 10 a. m., Hon. James C. Davis (chairman) 
presiding. 

Mr. Davis. The subcommittee will please come to order. 

I would like to welcome the representatives of the Civil Service 
Commission and the others who are meeting with our subcommittee 
today. We intend to address ourselves to personnel management and 
the effect of personnel management on manpower utilization controls. 
We want to explore what controls there are, if any, over the grade 
structure and the part played by the Civil Service Commission in 
exercising those controls. 

We have found—and I will quote figures—that we are faced with 
a rapidly mounting overhead as well as an increase in total numbers 
of Federal employees. To put it bluntly, “empire building” in num- 
bers leads to higher grades which in turn lead to increased numbers 
to support the grades. For that reason, numbers on the payroll and 
the grade structure must be handled as part and parcel of the man- 
power situation. 

To make my point clear, let us look at what has happened. In Jan- 
uary 1937 the ratio of employees 1 In ae equivalent of grade 15 to total 
civilian employment was 1 to 3,738. In the midst of the war, Decem- 
ber 1944 to be exact, the ratio had dropped to 1 to 2,503. This could 
be attributed to the war situation and the increase in emergency 
agencies. But since then the situation has become almost unbeliev- 
able. A year ago the ratio had dropped to 1 GS-15 and above to 
every 447 employees. Based on past trends, it appears that today it 
has further declined to about 1 to 350. 

I believe you gentlemen will agree that the increase from 1,486 in 
grade 15 in World War IT to an estimated 7,000 in GS-15 and above 
as of today is a tremendous one. This is particularly true when you 
recognize that emergency wartime agencies have been disbanded and 
total employment has dropped well over a million. 

It is not difficult to find examples of how the top job structure is 
being inflated. Three years ago there were 46 Assistant Secretaries in 
the departments. Today there are 67 as of the last accounting. We do 
not know just how many more are in the planning stage, so this figure 
may soon be out of date. Each Assistant Secretary, also, seems to need 
at least 2 or 3 deputies or assistants. Certainly that is the pattern that 
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has been set. Today we have Over 280 Secretaries, Under Secretaries, 
Assistant Secretaries, Deputy Assistant Secretaries, and assistants to 
Secretaries that can be readily identified. This is an average of 28 such 
Positions per major department. Three years ago there were about 
200 such Positions. This neans a 40-percent increase in a very short 
Period of time. 

It is interesting Co trace the effect of a title on the grade of a posi- 
tion. A Position that starts out as an “assistant to an Assistant Sec- 
retary” becomes 4 “Deputy to.” The next Step is to change the title 
to “Deputy Assistant Secretary.” Ac you can see, each title change 
hangs the hat a little closer to the Secretary's hat rack, Perhaps it is 
sheer coincidence, but the “Assistant te” Who was a grade GS-15 
usually becomes a grade GS-16 as 4 “Deputy to,” and a grade GS- 17 
as a “Deputy Assistant,” What is in a name is clearly illustrated 
by this (ype of title shuffling, 4 comparative review of each succes- 
Sive job description might be very interesting. What intrigues us 
is—what does the Assistant Secretary find to do once he has dele- 
gated al] of his responsibility to others 7 

We believe the British, with their many decades of civil-service 
experience, have found out what the assistant secretaries do to keep 
themselves busy. An article entitled “Parkinson’s Law” and pub- 
lished in the London Economist describes civil servant: “A” who 
considers himself overworked and sets some assistants until (and J 
quote) 
seven men are doing what One did before, * « « These seyen men make so much 
Work for each other that all are fully eccupied and A is actually Working harder 
than ever. 

In other words, it would tppear that the assistant secretaries need 
the deputies to generate work so they themselves can keep busy. 

@ note that the Genera] Services Administration is following 
the same System by creating two new Posts of Assistant Adminis- 
frator. In time they too, no doubt, wil] have their satellite empires 
headed by deputy assistant administrators. For such is the pattern 
of redelegation of authority, 

Now let us look at duplication of functions, One example is the 
Deputy Chief of Staff for Logisties in the Department of the Army. 

t is understood that this deputyship wits created to obtain better 
coordination of the technical Services, Regardless of the merits of 
the office as such, it certainly appears to duplicate existing functions 
both below and at the same level with jit. A review of the latest 
organization chart Indicates that triplification exists where once 
there was only duplication, It has rom ptroller-type functions, just 
as do both the Comptroller of the Army and each of the technical 
Services, Numerous “upergrade positions are being created to head 
the offices performing the duplicating functions. There is a GS-17 
Deputy Director of Financial Operation paralleling the GS 17 Dep- 
uly Comptroller. There are 3 assistants GS_1¢ and 1 each jn Budget 
and Management. all doing the same type of work that Was presum- 
tbly done in the Comptroller's office. There are seven more super- 
grades being requested from the Civil Service Commission. This 
duplication might be understoed if the oftices Performing the fune- 
tions being duplicated were reduced jn humbers of employees and 
rade level; but. following Parkinson’s law, they will] undoubtedly 
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have to be increased first in numbers and then in grades, to review 
the paperwork generated by the new echelon, and soon 7 men will 
be busily doing the work of 1. 

We have also taken a look at what we call organization fragmenta- 
tion or making little ones out of a bigger one. The uninitiated might 
think that when this is done the authority and responsibility would 
be divided and thus decreased. Experience shows that, to the con- 
trary, they actually increase—at least on paper. Otherwise, why 
would the heads of the small new offices be promoted to as high a gr: ade 
as the head of the old large office ? 

Last year there was a Division of Solid Fuels in the Bureau of 
Mines. Someone decided that there should be two—a Division of 
Anthracite Coals and a Division of Bituminous Coals. Instead of 
2 at GS-15, we now have 5. Where there were 17 positions at GS-13, 
14, and 15, there are now 23. This clearly demonstrates the effect of 
organization changes on grades and numbers. It might also explain 
why there are so many ch: anges in organization every year. Perhaps 
Congress has gone too far in delegating to the executive branch 
authority to reorganize and to increase the number of higher grades. 

For instance, the Air Force had a Los Angeles Procurement District 
with an Industrial Security Division headed by a GS-11. It was reor- 
ganized into four field offices. The idea was to have a GS-11 at the 
head of each office. The Assistant Secretary of the Air Force very 
candidly wrote this subcommittee- 

* * * the Procurement District in question reported having difficulty in hiring 
adequate quality personnel due to the low-grade structure authorized * * * 

This is a frank admission of the use of organization fragmentation 
to increase the salary level. It would appear from this that our per 
sonnel procedures are encouraging overorganization as a means of 
obtaining salary increases. 

Two examples of organization fragmentation were recently uncov- 
ered in the International Cooperation Administration, In both cases 
there were increases in the number of top grades, despite the fact that 
the responsibility had been subdivided. Such are the wonders of 
the workings of our classification system that, no matter how small 
the kingdom, a king is still a king and a supervisor is still a supervisor. 
Nor can we overlook the fact that, like a king of old, the new super- 
visor’s secretary and subordinates will share in the glories of the newly 
created empire. History shows that their grade increases will not be 
far behind. 

It is evident to me that either the Classification Act gives little or no 
control over the number of higher graded positions, or that the expan- 
sion has been approved by the exec utive brane h. We woul | like to 
hear your views as to the ‘underlying reasons for this inflation of the 
vrade structure. We also want your views on steps that can and 
should be taken to assure that in the future adequate control will be 
properly exercised. I am not overly concerned about the so-called 
supergrades where Congress exercises control; [ am referring pri- 
marily to the GS-15, 14, and 15 grade levels where control has been 
delegated to the executive branch. The increases in these do, how 
ever, generate demands for more supergrades. 

It is appreciated that technical and scientific developments, in- 
creased responsibilities and new functions call for additional higher 
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grades. The full committee recognized this when it recently recom 
mended an increase in the number of professional and scientific posi- 
tions for research and development work under Public Law 313, and 
16 related administrative positions in the Department of Defense at 
grades 16, 17, and 18. We do not agree, however, that splitting up 
existing organizations, redelegating authority, and putting fancier 
words in a job sheet represent valid reasons for upgrading. 

The committee in its report (H. Rept. No. 1844, 84th Cong.) on the 

‘ivil Service Commission clearly stated its ideas on what the Com- 
mission can and should do to help improve manpower utilization in 
the executive branch. As I said earher, we would like to hear the 
views of the Civil Service Commission on this important subject. 

We appreciate your being with us here today and we would like 
to have you go into these matters and discuss them. 


(rr 
Ie 


STATEMENT OF PHILIP YOUNG, CHAIRMAN, ACCOMPANIED BY 
JOHN W. MACY, JR., EXECUTIVE DIRECTOR, AND FRANK BARLEY, 
DIRECTOR, BUREAU OF INSPECTIONS AND CLASSIFICATION 
AUDITS, UNITED STATES CIVIL SERVICE COMMISSION 


Mr. Youne. Ido not have a prepared statement, Mr. Chairman, but 
| have made some notes which I think might be helpful in discussing 
this problem you have been talking about ; and, with your permission, 
{ would like to take a few minutes and outline briefly and in summary 
form the size and scope of the personne | program as Wwe see it and the 
responsibilities of the Civil Service Commission as We unde rsti wid 
them: what we are doing about carrying out those responsibilities, and 
our relationship to other agencies which are also involved in this 

eneral picture, 

I think in talking about the grade structure and reorganization 
and pe ‘rsonne| Mahagement prob ems in the Grovernment as a whole 
that we do have to keep in mind the fact is we are dealing with 81 
agencies in the executive branch and a total of 2.300.000 Federal em- 
plovees. Of this 2.800.000, 44 percent come under the Classification 
Act of 1949, 32 percent come under the wage board system of fixing 
salaries, and 19 percent are in the postal establishment; 90 perce nt 
of all em P es in the continental United States are in the competi 
tive service: 47 percent of them are veterans. therefore, are subject 
to the provistonls of the Veterans’ Preference Act: 66 pereent of the 
male eniployees ure veterans an id that percentage, of course, hi aus bee ll 
constantly going up every year. So that we are talking really about 
? million peop le engaged In somethin, fe over 15,000 different types of 
occupations. 

To break that down a little finer. I think we also have to remember 
that 78 percent of all of our Federal civilian employees are located in 
» Government agencies. We have the Post Office Department, the 
Army. Navy, Air Force, and Veterans’ Administration. Another way 
of saying that is that 78 percent really are located in 3 agencies if you 
include the Department of Defense as 1 group. 

Mr. Davis. What was that last statement ? 

Mr. Youn. I said instead of 5 agencies, it could be regarded as 3 
if you count the Army, Navy, and Air Force of the Department of 
Defense as 1, so that there would be the Department of Defense, the 
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Post Office, and the Veterans’ Administration accounting for 78 per 
cent of all Federal civilian employees. 

Our basic problem, of course, is personnel management in this 
grouping of civilian employees. Of course, all of these people are 
distributed, as you know, all over the country. On April 30, 1956, 
just by way of information, there were 228,618 Federal employees 
in the Washington metropolitan area, and the distribution across 
the country ranges from a high of 230,253 in California down to 
185,336 in New York, 133,984 in ans tinea a 112,104 in Texas, 
100,078 in Illinois, 54.897 in Georgia, 24.101 in Minnesota, and 3.212 

1 Delaware. 

As you indicated in your ope ning remarks, the e mployme nt picture 
in the Federal establishment has tluctuated wide ‘ly since 1939 when 
there were 954,300 Federal employees. Of course that jumped up to a 
peak of 4 million during the war. On January 1, 1953, there were 
2.623.101 in the executive branch. This number has been reduced 
to 2,347,097 by April 30, 1956, which is a reduction of something like 
276.000. 

Against that background, we regard the Commission’s responsi- 
bilities as follows, and I would just like to list them, if I may. 

To provide for examination to test the fitness of applicants for 
positions in t| 1e competitive service, anal to est: ablish quali fie ation 
standards as a basis for reinstatement, promotion, and transfer of 
Federal employees. 

2. To provide, in response to requests from appointing officers in 
the various Federal agencies, the best qualified available personnel 
to fill positions in those agencies. 

To administer the Veterans’ Preference Act of 1944 which pro- 
vides for the granting of preference to certain classes of persons 
because of nnilitary service. 

To conduct investigations of persons entering or employed in 
the executive branch for national security purposes, and conduct 
other personnel investigations required by law or as required to enforce 
the merit sytem. 

To make a continuing study of the administration of the em 
ployees’ security progral n for the purpose oO f dete rmining whether 
the re are any deficiencies inconsistent with or that might weaken the 
national security, or any tendencies to deny to individual employees 
fair treatment or rights under the law, the Constitution, or Executive 
Order 10350, and report results to the National Security Council. 

6. To administer the Classification Act of 1949, which provides for 
the classification of positions according to duties and responsibilities. 

To review and approve agency plans for rating employees’ 
work performance and to administer a board-of-review program for 
sae iding performance rating appeals. 

To administer statutory provisions and civil service regulations 
restricting political activity by Federal employees in positions in the 
competitive service and by certain State and local employees partici 
pating in federally financed activities. 

9, To administer the Civil Service Retirement Act. 

. To administer the Federal employees’ group insurance program. 

To exercise leadership in Federal personnel administration 
by oe ating and recommending improvements in personnel laws, 
regulations, policies, and methods. 
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That is the overall general category of what we regard the Com- 
mission’s responsibility in this field. 

Mr. Davis. Without intending to interrupt your statement, do you 
agree with what is contained in the letter that was written by ‘the 
committee on June 14: 

That the subcommittee feels that the Civil Service Commission has and of right 
ought to have, responsibilities for investigation and audit of manpower utiliza- 
tion, and especially where it affects positions of classification ? 

Mr. Youne. Yes; I think that question will be answered as I out- 
line how we attempt to meet those responsibilities which I have 
outlined in the general classifications. 

Mr. Davis. I think your No.7 covers that. 

Mr. Youne. The Classification Act of 1949 provides for the classi- 
fication of positions according to the responsibilities. 

Mr. Gross. How about No. 114 

Mr. Younc. To exercise leadership in Federal personnel admin- 
istration. 

Mr. Gross. That covers it in part: does it not 4 

Mr. Young. Yes. That is a very broad function “to exercise lead- 
ership in Federal personnel administration,” which we regard in the 
Commission as a policy guidance or the recommending type of fune- 
tion for new legislation, 1 new regulations, or change in existing rules 
and regulations where we think personnel administration would be im- 
proved. That is a function ah. in my opinion, has only been per- 
formed by the Civil Service Commission in very recent times. I do 
not think the Commission has taken the leadership in the past that 
it ought to have taken in personnel management. I think the Com- 
mussion is doing far more than it has ever done before in that area, 
and it has a lot more to do and a long way to go. There is no question 
about it. We try to meet those responsibilities by, first, developing 
legislative and administrative proposals for strengthening and im- 
proving the Federal personnel program: second, by the preparation 
of informational materials as guides to agencies in personnel matters, 
and, of course, those that are assembled and the documents which we 
might issue for general distribution to the departments and agencies 
are the result of our surveys and analyses of research and study of 
individual types of situations through which we think everyone 
could profit by knowing what we have learned from our experience. 

Mr. Jouansen. Is there among that type of material, information, 
or the release rel: iting to the m: inpower utilization, the sort of thing 
the Chairman has apparently in mind on that ? 

Mr. Youns. Yes, there is. I have brought some samples of that 
along which I would be glad to distribute to members of the commit- 
Tee, if vou would like to have them. 

Thirdly, we try to meet those responsibilities by conducting certain 
service operations in the area of examining, investigations, retirement, 
and the establishment of standards. 

Again, we carry out these responsibilities by inspecting and audit- 
ing agencies to find out (1) wh: at programs are being carried out and 
how well laws and regulations in the personnel field are understood 
and complied with: (2) assist agencies to develop and put into oper- 
ation personnel programs that will contribute to the best use of their 
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personnel ; and (3) to evaluate the effectiveness of Commission policies 
and guides in meeting agency operating objectives. 

So, to some extent, we are also evaluating and inspecting ourselves 
in terms of materials and assistance which we give. 

The general responsibilities of the Commission for providing lead 
ership in personnel matters throughout the Federal service do not 
include the organization of agencies, their working procedures, or 
their assignment of functions within the agencies themselves. Those 
are the sole prerogatives of the agency management and do not fall 
within the responsibilities of the Civil Service Commission. 

In carrying out those responsibilities we, as you know, 2 years ago, 
or 2% or 3 years ago, organized the Civil Service Commission into 
a group of 5 bureaus, largely along functional lines. The head of each 
bureau is responsible to Mr. Macy, Executive Director, who, of course, 
is responsible to me, for the administration of the day-to-day oper- 
ation of the Commission and to the Commission as a whole on matters 
of policy, budget, appeals, and that kind of thing. 

In addition to this Washington organization, we have 11 regional 
offices in the field, each of which has a regional director. I think 
all of you have been in our regional offices at one time or another. 
The regional directors report directly into Washington to the head 
of the Bureau of Field Operations. More specifically, in dealing in 
this area in which you have a primary interest, we have a Bureau of 
Inspections and Classification Audits. That is quite a title, but it 
is descriptive of the functions of that particular Bureau. In an attempt 
to get simplicity and effective and efficient administration, we had a 
reorganization of the Commission where we combined into one spot 
the inspection function and the classification audit function, and put 
them in the same Bureau. 

I think it might be helpful if I said a word about that Bureau, 
because it has a direct bearing on this problem. 

This Bureau in Washington has 92 employees. 

Mr. Davis. When was that set up? 

Mr. Young. In 1953, when there was a reorganization. 

Mr. Davis. 1953 was when this Inspection and Classification Audits 
Bureau was set up? 

Mr. Youne. Yes; as 1 of our 5 major operating bureaus. 

This Bureau of Inspection and Classification Audits has 92 
employees in Washington, and about one-half of those are engaged 
directly in making actual inspections and audits. The other half are 
a backup and are engaged in clerical and other support activities of 
that sort. The regional offices have a total of 190 employees engaged 
in this inspection and audit function. Of those, approximately 158 
are directly concerned with the classification job and making inspec- 
tions in the field of the various agencies. 

The total cost of the inspection operation for 1956 will be 


$1,832,644. 


The objectives of this inspection program can be divided pretty 
much into 3 parts, 3 types of activity. The first one is a review of 
the legal and regulatory requirements. That part of the inspection 
deals directly with the review of individual personnel] actions in an 
agency or installation in the field to determine whether or not those 
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personnel actions are in compliance with the law and the rules and 
regulations of the Commission. 

Mr. Gross. That is where you have been devoting most of your 
attention, is it not, Mr. Young? 

Mr. Youne. I do not think that is true. Inevitably, you have to 
put a good deal of time on individual personnel actions; but that in 
itself is not wasted in any way: because, of course, it is done on a 
sampling basis as I will explain in a moment; but, in addition to ask- 
ing the agencies and departments to correct errors they may have 
made in classifying personnel or taking personnel actions, they are 

also indicative of the personnel program in an agency. You ecan- 
not talk about a personnel program in an agency without talking 
in terms of individual cases and individual eases, in turn, are the 
key to the way the program operates. So case findings have a value 
outside of any individual case at which you are looking. 

The second type of work which inspection covers is the classification 
audit function, and it is through our classification audits that we 
actually administer the provisions of the Classification Act of 1949. 
We go in and determine whether or not jobs are allocated higher than 
provided by standards of the job, or lower than prov ided by standards 
of the job, and whether the Vy are put in thee orrect series. 

The third type of work performed in this inspection is program 
appraisal, and this really represents the newer functional area now 
being performed by the Civil Service Commission that I was talking 
about. 

Mr. Davis. You stated a while back that in your opinion the organ- 
ization and functions of an agency were not a responsibility of the 
Commission, I believe. 

Now it has been our ee and the facts are such, as included 
in my opening remarks, to bear it out, that many of the reorganiza- 
tions were made to raise grades. Certainly this would have a direct 
bearing on your administration of the Classification Act of 1949, 
would not you think? 

Mr. Youne. Well it has a bearing on the making of an inspection 
of the reorganized agency at some subsequent time. 

Mr. Davis. If it does not, it is just a blank spot, or a hole that 
ought to be plugged. 

Mr. Youne. In my opinion, we would have no responsibility for 
taking =P any reorganization plan of an agency, except as our advice 
might asked in terms of the classification of positions and that 
kind of ine 

Mr. Davis. If you do not assume responsibility there, does not that 
just leave a blank spot there and an area that nobody has supervision 
over, and a hole that ought to be closed ? 

Mr. Y ounG. That supervision today rests with the Bureau of the 
Budget in the Manage ment Division, as I will mention when I outline 
our relationship to these other agencies. 

Mr. Davis. Does the Bureau of the Budget have any investigators 
who are really qualified and able to go in there and do this work which 
appears to me ought to be done by your agency? 

Mr. Youna. Investigators , you mean, to determine whether a reor- 
ganization of an agency is needed ; i is that what you have in mind? 

Mr. Davis. Whether or not it is for the purpose of raising grades. 
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Mr. Youne. I would assume when the Bureau of the Budget passes 
on 





Mr. Davis. Does the Bureau of the Budget have anybody qualified 
to go in there to pass on raises of grades and having regard to their 
responsibility ¢ 

Mr. Youn. I am sure they do, in terms of whether or not the reor- 
ganization is legitimate in the particular division, department, or 
agency. 

Mr. Davis. Does the Bureau of the Budget have anything to do with 
the organization of units in the field 4 

Mr. Young. Of course, if I recall correctly, I think they abolished 
the organization they had in the field. They used to have people in 
the regional offices around the country which could have, if my recol- 
lection is correct. I am not specifically familiar, of course, with what 
they are doing in the field. 

Mr. Davis. Do you know of any case where the Bureau of the 
Budget has said anything about higher grades calling for a reorgani- 
zation ¢ 

Mr. Young. No; I would not ordinarily know, because we are not 
consulted in terms of the reorganization of any other department or 
agency. I think you would have to ask the Director of the Budget. 

Mr. Davis. Does it not seem to you that right here is something that 
all of us ought to be concerned about and try to work out ways and 
means of correcting the situation which evidently is not being con- 
trolled at the present time by anybody; at least, that is the impression 
I get of it. 

Mr. Youne. I think there are perhaps two things attached to this- 
and I recognize your point of view—and, of course, there is always the 
problem in terms of any reorganization as to whether you are going 
to increase the number of positions, if it is a problem in terms of what 
you get out of it in the way of effectiveness and efficiency of the agency, 
how much it will cost, and so forth. And basically, whether it is in 
Government or private business, you have to have the responsibility 
of management, to start with, in a department. 

Mr. Davis. Of course we all recognize that. 

Mr. Youne. You cannot counter responsible Inahagement or take 
the place of it with any kind of audit or inspection program: yon 
still have to have it. I agree you need—and it is the desire—anil you 
should have a system whereby you do have control or Inspect on of 
some kind over all of these operations; but it cannot take the place of 
the other. 

Mr. Davis. Right at that point—I do not want to stop your state- 
ment or trend of thought; but, if you do not mind, right at that point, 
is it not a fact that there is a constant pressure, because of the way the 
merit system is set up, always to increase the number of Federal civilian 
employees because of the fact that the importance of the supervisor is 
measured by the number of people under him? Is not there a constant 
pressure to increase the number of employees for that reason ? 

Mr. Youne. I think that is an element in some cases; yes. But I 
think it is far overrated popularly or generally as pressure as far as 
the increase in number of employees is concerned. 

Mr. Dav:s. Do you not think that pressure exists to a degree that 
it is a very serious thing, and a very serious predicament in the way 
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of holding down Federal employment to the point where it should be 
held down ¢ 

Mr. Youne. No; I do not really agree with that; I do not think it is 
that serious. And, after all, it is your budget controls which are really 
going to determine the number of employees which you have in an 
agency: how many people you can put on inside of your budget 
appropriation. 

Mr. Davis. I may be altogether wrong—and I find myself often 
altogether wrong—but that is the view I have of it. 

Mr. Youne. I recognize your point of view. As I say, it certainly 
is an element; there is no question about that. It is just as true in 
private business—it is not peculiar to the merit system—where you 
have the profit motive in private business, where they have an extra 
brake and curb on it, which perhaps you do not have in the Govern- 
ment service, plus the other pressures always to put more people on 
the payroll. 

Mr. Davis. Do we not need in the Government service something to 
take the place of the brake which is sort of an automatic proposition 
in business where the profit motive is involved in private business ? 

Mr. Young. I think you already have it in the control of appropria- 
tions and constantly improving the quality of management in the 
various departments and agencies. 

Mr. Davis. an you cannot just step aside and say “I have no re- 
sponsibility for 1 , because the Appropriations Committee is going to 
take care of it. i know you have not that attitude ? 

Mr. Youne. No; I do not say that at all. I did not make myself 
clear 

Mr. Gross. You mean now to shift this entire responsibility to the 
Congress; is that it 4 

Mr. Youne. All I was saying, Mr. Gross, is that the basic control 
of the number of people put on the payroll hes in the appropriations. 

Mr. Gross. All right; here is the case of the State Department. I 
think you are probably aware of the Hardy subcommittee report 
where funds appropriated for an entirely different purpose were used 
to hire contract personnel for the Department. Now the Civil Service 
(‘ommission certainly ought to be interested in that, and what con- 
trol does Congress have if you are going to shift the re sponsibility to 
Congress‘ Congress appropriates the money for a spec ific purpose, 
and the agence Vv uses it for other purposes. 

Mr. Youne. Of course we would not have had any review of the 
Foreign Service, at all. 

Mr. Gross. But I suspect that has gone along in other agencies. 
The chairman in his opening statement pointed out there has been a 
tremendous increase in the number of Assistant Secretaries. That 
means there has also been a tremendous increase in the number of sub- 
sidiary ores I believe you will agree with that? 

Mr. Younc. No, I do not think that necessarily follows, that you 
have “ increase in the number of subsidiary employees. 

Mr. Gross. That if you increase the Assistant Secretaries, you do 
not set up a chain increase in the personnel behind the Assistant Sec- 
retaries 

Mr. Youne. That does not necessarily follow, because the Assistant 
Secretary may mean a decentralization of the function and responsi- 
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bility of the Secretary himself; but it does not necessarily mean you 
have more people to perform those functions. 

Mr. Gross. Are you consulted i in any way when a request is made 
for new Assistant Secretaries in any agency of the Government ? 

Mr. hedting No. sir: I have no connection whatever with it. 

Mr. Gross. Despite the fact it may set up a chain of increase posi- 
tions behind him, you would not be consulted ? 

Mr. : ouNG. We would not. 

Mr. Gross. I thought that situation was changed when you were 
brought over to the White House as an adviser on personnel admin- 
istration ; but it has not changed; is that correct ? 

Mr. Youna. That is correct. I am not consulted whether an As- 
sistant Secretary is added in a department, or not. That is a problem 

ond responsibility of the Secretary of that department. 

Mr. Gross. The chairman in his opening statement said he assumed 
the increase was still going on. I might say at this point we have one 
committee of Congress holding a heari ing this morning on legislation 
to provide for the ap pointment of additional Assistant Secretaries 
inevery branch of the armed services. 

Mr. Youna. I have no judgment as to whether that number of 
addition: al positions is needed or not. ‘ertainly I have not been con- 
sulted concerning it. I do know that every outside age ney practically 
which has reviewed the organization functions of the Government, 
including the Hloover Commission, has come up with the recommenda 
tion that there has not been nearly enough top managerial jobs. 

Mr. Gross. According to the Appropriati on Committee hearings 
this year, there are now some eight Assistant Secretaries in the Pen- 
tagon and there is no clear line of authority rn any of them. 

Mr. Youne. That may well be; but that is a long way from dealing 
with the Classification Act. Certain ly we do not come into it. 

Mr. Gross. And each of — m has a lot of e mp lovees. 

Mr. Davis. In answer to Mr. Gross’ question, you said it does not 
necessarily follow when one of these new Assistant Secret aie places 
is set up that there comes along an increase of personnel because of it; 
but it has been followed, has it not, and it did follow with reference 
to those that were set up: although it may not in all cases necessarily 
follow, it has feNowed in those that have been set up, has it not ? 

Mr. Youne lo not know what the figures are on that or what the 
comparison W: before and after the picture on that particular func- 
tion that was being carried out in that agency. I am sure your com- 
mittee must have studied that, but I do not know what the situation is. 

Mr. Davis. Well, it did follow. 

Mr. Youne. T am perfectly willing to accept that. but | just do 
not know. 

Mr. Gross. Tlow is an Assistant Secretary going to function without 
employees ? 

Mr. Davis. That is what you were _ a moment ago, and Mr. 
Young says it e d not necessarily follow, as [ understood. 

Mr. You NG. t all cde} ends on whether you are Carrying on ° fune 
tion already in gob in the agency that is being worked on by 
employees on the payroll, or are setting up something new. 

Mr. Davis. I am not trying to fuss with you, or anything of that 
kind: but do not all of us know, as a matter of fact. when a new Assist 
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ant Secretary is set up, that they set up these lower echelons and bring 
in other employees just to fill the thing out, and it is set up so as to 
spread out all the way down the line? ‘Is not that the w ay it is done? 

Mr. aa nc. Well, that has certainly been known to happen. 

Mr. Gross. In the State Department, are you aware of the fact that 
a gentleman by the name of Donald Lourie was brought in as Under 
Secretary over there in 1953 for the express purpose of handling man- 
agement affairs ¢ 

Mr. Younes. I think he was Under Secretary for Administration, 
and that job was abolished. 

Mr. Gross. It was a 2-year job. But he quit before his term expired 
when he ran into a blank wall. He could not put into effect manage 
ment reforms necessary for efficient operation in the State Department. 
And is it not a fact they immediately went out and employed Heller 
Associates to run a management survey, despite the fact they had set 
up an Under Secretary for that purpose / 

We want to find out what is actually going on in the Government. 
If it is not your job, some ‘body ought to do it. 

Mr. Youne. We are not in the man: igement survey business in the 
Civil Service Commission. It is no part “of our function and never has 
been. 

Mr. Auexanper. Mr, Chairman. 

Mr. Davis. Mr. Alexander. 

Mr. Atexanper. Do I understand you correctly to say the Civil 
Service Commission does not have the direct respons sibility of checking 
into the number of employees or the levels of employees, as to whether 
the number in the top levels are out of proportion in regard to the 
total number of employees‘ You do not consider that as part of your 
responsibility at all? 

Mr. Younc. We have no responsibility, as I understand our func- 
tion, to go to the head of a department or agency and say, “Look, Mr. 
Secretary, you have a function down here in sue ‘+h and such a buik ling 
that is now being performed by 15 people, and we think you should be 
able to do it with 8.” 

Mr. Auexanprer. As I understand, the only check we have now in 
the Government is through the Appropriations Committee, which is 
under Congress, and the Budget Director, who is under both the Exec- 
utive and Congress. Is that correct ¢ 

Mr. Youne. What I said is this. The Commission regards its re- 
-ponsibilities as dealing in the area of whether or not the legal and 
regul: itory provisions are carried out; secondly, whether or not the 
Classification Act is being administe red properly ; and third, to look 
at the overall personnel] prob lem in the agency to see whether there is 

od personnel management. Maybe we could make suggestions for 
improve ment as to e mployee relations and things of that kind. 

The Bureau of the Budget would have the responsibility i in terms 
of the internal organization of that agency, whether it is the most 
eflicient type of organization, whether the work bei Ing per formed in 4 
sections could be performed in 3 sections and 1 section should be 
abolished, and that sort of thing. We would not get into that type of 
problem unless we went in to make an internal audit. 

Mr. ALexANpER. Since your Commission does not take that respon- 
sibility, then other than the Budget Bureau, how would it be brought 
up or remedied 


; 
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Mr. YounG. Certainly you have various reviews made by the Bureau 
of the Budget; you have pay and fiscal audits by the General Account- 
ing Office ; but in the final analysis you have to rely on the competency 
and efliciency of your agency management. 

Mr. ALExANDER. Most of the appropriations are made in lump sums 
and are not broken down. 

Mr. Younc. You get a great deal of breakdowns, not only in your 
appropriation, but once you have the appropriation it is up to the 
Bureau of the Budget how you use it, and it is really very restrictive. 

Mr. Gross. Have you seen the appropriation bills this year? 

Mr. Youna. I have seen ours. 

Mr. Gross. They are mostly all lump-sum appropriations. 

Mr. Younc. Certainly ours is not in the Civil Service Commission. 
I wish it were. 

Mr. Davis. Mr. Alexander, have you finished ¢ 

Mr. ALEXANDER. That is all at this time. 

Mr. Davis. Approximately 90 percent of these employees are in the 
field, are they not ¢ 

Mr. Younc. Of what employees? 

Mr. Davis. Federal employees. 

Mr. Younc. Yes, about 10 percent are in Washington and the rest 
are scattered all over the country. 

Mr. Davis. Does the Bureau of the Budget have any investigators 
to go out into the field and check on these things ¢ 

Mr. Youne. Not as far as I know at the moment. 

Mr. Davis. Then if your theory is correct, if it is not your responsi- 
bility and is the responsibility of the Bureau of the Budget, what op- 
portunity does the Bureau of the Budget have to get into that? 

Mr. Younc. You are talking about two different things. I am talk- 
ing about individual personnel actions. The Bureau of the Budget 
is concerned with the problem of organization and reorganization, so 
they would not be looking at the individual employee except as affected 
by au Management organization or reorganization, and that is alws ays 
done in the central office and not in the field. 

Mr. Davis. You have an an opportunity to get a lot of information 
about that that the Budget Bureau does not have, do you not ? 

Mr. Youne. We send copies of all our inspection reports to the 
Bureau of the Budget. 

Mr. Davis. The 2V do not deal with this proble m that we are discuss- 
ing here now, do they? That is in your department, is it not ? 

Mr.’ Youn. If we are talking about personnel, it is in our depart- 
ment. 

Mr. Gross. What job standards does the Bureau of the Budget 
have ¢ 

Mr. Youne. We deal with jobs standards. They do not deal with 
that. 

Mr. Gross. What happens when you find people falling all over 
themselves in an agency, if you should find such a situation? What 
do you do? Whom do you report that to? 

Mr. Youne. We would probably put that in our inspection report. 
If that was a flagrant situation we aaa talk it over with the agency 
head. 
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Mr. Davis. You say you would put it in your inspection report. 
Have you ever put that in your inspection report? I am trying to 
pinpoint it. 

Mr. Youne. I do not know of any such instance offhand. 

Mr. Davis. You say you would put it in your report. Have you 
done that, and if so, in what report 

Mr. Youne. I do not recall such a situation in our reports, but of 
course our reports and our inspections are not designed to go into 
the sort of thing you are talking about. 

Mr. Davis. You mean your work is not set up to determine whether 
there are too many people employed at a given place? 

Mr. Youne. We are not set up to do that. 

Mr. Davis. You do not regard that as a part of your responsibility ¢ 

Mr. Youna. No, sir: certainly not. 

Mr. Davis. Whose responsibility do you say it is? 

Mr. Youna. It is the responsibility of the agency, subject to the 
various controls and checks which the agency is subject to, by appro- 
priations, by the Bureau of the Budget, and by good sound effective 
management. 

Mr. Davis. There is nobody in the Government, then, that has over- 
all supervision or jurisdiction to determine whether or not they are 
doing what they ought to do? 

Mr. Youne. Well, [am not quite sure if I know what you mean 
by that question. The head of the department or agency is a respon- 
sible person. 

Mr. Davis. But if he does not do it, who does it ? 

Mr. Young. Then you are saying agency management is incom- 
petent, and I do not agree. 

Mr. Davis. I think there is some evidence that agency management 
isnot always efficient. 

Mr. Youna. [ think we have better agency management in the 
Government teday than we ever have had that I know of. 

Mr. Davis. Is there not some that is not ? 

Mr. Young. Of course it can always be improved. 

Mr. Davis. How would vou go about i improving it? 

Mr. Youne, One of the ways you can improve it is to pass the train- 
ing bill which is before this committee at this time. That would help 
train our supervisors from the first-line eee to the executive 


vroup. We need more education and training in the Government, and 


while we have some good programs in that field, they are not integrated 
so that you get cumulative effects all up and down the management 
line 
Mr. Davis. If you had all that, you still would not have a check 
on the agency that is really not going to get down to brass tacks 
and hold employment down. You can give them all the training and 
other things von have mentioned, but anybody who wants to increase 
his empire, that will not have any effect on him. 
Biase Younc. He can only, as you say, increase his empire with the 
‘he has to do it. And these agency heads are responsible offi- 
cers has are under the supervision of the Chief Executive, who is also 
a responsible officer, and IT do not think they have very much leeway 
for doing the kind of thing vou are talking about. 
Mr. Davis. I do not know if IT understand it correctly or not. but 
Is If your attitude that we have Fot to elve everybody credit for 
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being 100 percent for the proposition of hol ling down employment, 
even ‘though the facts may show that is not the case’ Do we still have 
to close our eyes to it and not exercise a chec I on it, but just say, 
they are respousible people and are under the President, and he is a 
responsible man, therefore there is nothing further we can do about 
it. That is not your attitude, is it? 

Mr. Young. | think you always need checks on any Government 
department or agency or bureau with respect to not having more em- 
ployees than are needed to get the job done. But the number of em 
ployees has to be related to the job that has to be done and the time 
element in which the job has to be done. 

Mr. ALexanper. I think your figures show that since 1952, from 
June 30, 1952, to June 30, 1955, the Department of Defense has reduced 
its personnel by 11 percent, while the number of employees in grade 13 
and above has increased by 56 percent. Is there not anyone responsible 
for studying or rectifying that type of thing? 

Mr. Young. I think that is probably a healthy sign, because what 
you are doing is dropping a fairly large number of people—what was 
that percentage you gave, an 11 percent decrease? The figure we had 
for Defense between January 31, 1953, and April 30, 1955, shows a drop 
of 275,000 people, a decrease of about 10 percent. If you can take 
275,000 people off the payroll and still get the job done and only add 
a very small number of people in the top grades for better manage- 
ment and more effective administration, I think you have made a 
terrific net gain. 

Mr. ALexanper. Who would have the authority, other than the 
Secretary of Defense, to do anything about it if it was wrong or if it 
was bad? Would you? 

Mr. Youne. We would not have anything to say as to whether he 
increased or decreased his payroll. 

Mr. ALexanper. Would you have anything to do in regard to bring- 
Ing it to the attention of the President or anybody else who could t: ake 
action on it? 

Mr. Youne. No. That would be the responsibility of the Secretary 
of Defense, operating under his appropriation and the controls of the 
Bureau of the Budget. 

Mr. ALeExanper. It is fine to delegate authority, but there should 
be some top level responsibility to review the use of this authority. 

Mr. Youne. I think you already have it. 

Mr. ALexanper. Who reviews it? That is what I am trying to 
get at. 

Mr. Youna. It is reviewed by almost every committee of Congress, 
plus your appropriation hearings, and then the Bureau of the Budget 
screens them, of course. 

Mr. Davis. Mr. Young, we do not have a staff of investigators such 
as you do. 

Mr. Youne. I do not think you need them, Mr. Chairman. 

Mr. Davis. We do not have anybody to go out and get the informa- 
tion. You do not expect us to have this information without some 
source of getting it, do you? 

Mr. Youne. No. I think you do an excellent job in really cutting 

nto the hearts of these various programs. 

Mr. Davis. But you do have investigators at your disposal to do 

hese things 4 
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Mr. Younc. No. Our inspection personnel is trained and hired to 
do the kind of job I was speaking about. They are not the type of 
men you would find in Heller Associates and these other management 
survey firms. 

Mr. Gross. Do you review job sheets 4 

Mr. Youna. Yes: we review job sheets. 

Mr. Davis. Could you give us any light on the subject as to how this 
tremendous increase in grades GS-15 and above has come about ? 

For instance, in 1937 the ratio of employees in the eee of 
grade 15 was | for every 3,738 ; in 1944, 1 to every 2,503; and a year ago 
it was | for every 447 employees; and now, in June 1956, it is oan ‘to 

1 for every 341 employees. 

What could you tell us about that? What is the reason for that? 

Mr. Youna. I am not sure what the basis of your figures is. You 
mentioned in your statement the figure of 7,000 in grade 15, whereas 
my information was 

Mr. Davis. Grade 15 and above. 

Mr. Younes. My figures would indicate not more than 4,000 in grade 
15 and, as we know, in the supergrades there are 1,515 authorized posi- 
tions. I do not know what the basis for your figures is. 

Mr. Davis. The basis is checking the figures and getting accurate 
figures. 

Mr. Youne. The percentage distribution, if you look at grade 15, 
in 1959, was 0.1 percent. In 1944 it was still 0.1 percent. In 1946 it 
was 0.2 percent ; an 1947 it was OW” percent ; in 1948 it was 0.2 percent 5 
in 1949 it was 0.3 percent; in 1950 it was 0.5 percent—of course, we are 
dealing with the Korean situation here; in 1951 it was 0.4 percent; the 
same in 1952 and 1953: and in 1954, which is the last figure on this 
table, it was 0.5 percent ; 0.5 percent of your total employee population 
was 3.900, which is a ver Vy sm all number compared to the distribution 
in other grades, particularly grade 7 and below. 

Mr. Davis. It would be about 6 perent today, would it not? 

Mr. Youne. No. It would be just about 0.5 percent, one-half of 1 
percent of your Federal employees in grade 15 under the Classifica 
tion Act. 

Mr. Davis. According to the figures I have, the ratio was 1 to 447 
a vear ago and is 1 to 341 now. 

Mr. Youna. I have no idea what the basis of your figures is. 

Mr. Davis. Here are the figures. There is no question about the ac- 
curacy of those figures. I have them here. 

Mr. Youne. Lam not questioning the accuracy of your figures. I 
am not sure our figures are on the same basis. These are the tables we 
submitted to the committee last year. 

Mr. Davis. The reason I started asking questions on that is, there 
is a tendency to raise salaries through this upgrading and nobody 
seems to be exercising any jurisdiction to put a stop to it. In other 
words, if the head of a department wants to raise Bill Jones’ salary, 
he reorganizes a little bit and up goes his salary. 

Mr. Youne. It goes up, but if it is under the Classification Act it 
has to meet the tests and standards of the Classification Act. 

Mr. Davis. Who checks on that ? 

Mr. Youna. If it is a position in grade 16 or above, it has to be 
approved by the Commission. The Classification Act gives the agen- 
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cies authority to classify positions up through grade 15 subject to 
postaudit review by the Commission. 

Mr. Davis. Suppose the employee is already there and the head of 
the department simply wants to raise his pay, so he reorganizes a 
little bit and gives him a different classification and up goes his salary. 

Mr. Younc. Well, vou have this kind of a loophole which can occur, 
and I assume it does occur im any operation of that size. In making 
our inspections under the C lassification Act, we do it on a sampling 
basis. You have to do it on a sampling basis in an operation of this 
size. If that example or that particular illustration was not included 
in the s sample which we checked in that particular agency at that time, 
then the Civil Service Commission would not catch up with that par 
ticular instance. 

Mr. Davis. Let me give you an illustration. Solid fuels in the 
Bureau of Mines was divided into two divisions, the Division of An 
tracite Coal and the Division of Bituminous Coal; and, instead of 
2 GS-15’s, there are now 3; and instead of 17 grade 14’s, there are now 
23. What is the answer to that ? 

Mr. Youna. I am sure I do not know. 

Mr. Davis. There are no new functions there / 

Mr. Youne. I do not know. There may very well be new functions, 
and if it helps the coal industry I would think it would be a small 
price to pay. 

Mr. Davis. Has it helped them any / 

Mr. Youna. I do not know. 

Mr. Davis. Do you know anything about that situation ? 

Mr. Youne. No; not about that particular situation. 

Mr. Lestnskt. Mr. Chairman. 

Mr. Davis. Mr. Lesinski. 

Mr. Lestnsxi. Is upgrading for the purpose of giving them a salary 
increase ¢ 

Mr. Youna. I think you have got an element of pressure there. 
I do not think there is any doubt about that. The whole pay scale has 
tended to move up. There are practically no people left in grade 
today, for example, whereas you had a substantial number in that 
grade in the earlier years. That whole imbalance in the pay scale has 
tended to creep up, which is an element of pressure in the higher 
grades, because as you go up the disparity between the rates of pay 
in Government and industry becomes very great, so that in order to 
get competent people or hold them in the higher grades—the prob- 
lem of holding them is greater than getting them in the first in 
stance—you have an element of pressure to hold them in the higher 
grades. 

Mr. Lestnskt. In other words, what you are saying is that through 
this device agencies are giving them increases in salaries without the 
authority of Congress ? 

Mr. Youne. No; L say there is a pressure to put a man ina higher 
grade if he is threatening to go out into private industry. But you 
still have the checks and controls. 

Mr. Lestnskt. Would you say that the classification standards have 
changed sufficiently ? 

Mr. Youna. The classific ‘ation standards have not changed at all, 

Mr. Lestysxt. How can they be upgraded ? 
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Mr. Youne. They can be upgraded by a resubmission of descrip 
tion and a reclassification of the position. 

Mr. Lestnskxt. They are still doing the identical work they were 
doing before ¢ 

Mr. Younes. If there is a reclassifiaction of a position, something 
has been added to it in order to warrant the higher grade, and if those 
added responsibilities are not being performed when the review 
is made, then the agency would be directed to put it back where it was. 

Mr. Lestnskt. I was interested in Mr. Alexander’s questions, that 
you did not have authority to go into the Defense Department, that 
your hands were tied. 

Mr. Youna. No. We. are constantly making inspections in the 
Defense Department as well as in other departments. 

Mr. Lestnskt. But they are not effective. Is that true? 

Mr. Youne. No. I think they are very effective. We do that 
on a sampling basis. We are currently improving our inspection 
program. What we have done is to speed up the cycle of inspections 
so that we get more often to the installations or the agencies where 
inspection seems to be most warranted. We are going at it on a 
more selective basis than used to be the case. The previous practice 
was to make as many inspections as the Commission could during 
the course of the year, and the number depended on the money appro 
priated, and so on. 

What we try to do today is to use the money we have and the 
Inspector personnel we have most effectively by putting them into 
the installations and agencies where we run into signs of trouble, or 
where they have poor personnel management, and work on the trouble 
spots rr: ather than try to cover every installation and agency of the 
Government. 

Mr. Lesinskt. The effect of what you are saying is that you are 
doing the best you can with what you have? 

Mr. Youne. The size of the staff does not have anything to do with 
the quality of the job. We are doing a high-quality job, in my opinion, 
on inspections. You can always use more inspectors. Whether this 
would be empire building, I do not know. I would not want to be in 
that category. 

Mr. Lestnskt. You are allowing empire building. 

Mr. Younc. We are allowing empire building? 

Mr. Lesinski. Yes: because they can do what they want to do 
anyw ay. 

Mr. Youne. We have no control over the number of people they 
have. Our control deals with whether they are hired properly and 
legally in accordance with the rules and regulations. 

Mr. Atexanper. You check to see if what they do is according to 
the job specifications ? 

Mr. Youne. We go into an agency and make an audit on the job. 
We see if an employe e is doing “what he is supposed to be doing on 
the paper. We tie the paper to the performance. 

Mr. Lestnsxt. If you run into trouble, what do you do? 

Mr. Youna. If we run into overstafling we would call it to the atten- 
tion of the agency head, but we would not have authority to do any- 
thing about it. Really, the underlying problem that we are discussing 
has to do with whether we need in the Government, in the executive 
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branch or as a part of the legislative branch, an overall inspector- 
general type of agency that would go into a Government department 
or field installation and look at. all aspects of it from the point of 
view of carrying out the program, and the personnel aspects, per- 
haps. The question is, Is the machinery we have today sufficient or 
not ¢ 

Today we have three agencies operating in this field, the GAQ, 
an of the Budget, and the Civil Service Commission, plus the 

SA. So that you have the functions divided up between three 
diffevent groups. It might be that an overall inspector-general type 
of agency would be a good thing to combine these functions of the 
GAO and the Bureau of the Budget and the Civil Service Commission. 
I would not be prepared to recommend that today because I have not 
thought it through. 

Mr. Davis. Are you testifying we ought to set up still another agency 
now ? 

Mr. Youna. I was wondering how most efficiently to perform the 
function you had in mind. 

Mr. Gross. Would that not duplicate the functions of the Civil 
Service Commission 4 

Mr. Youna. Unless you took them aw: ay and vave them to some 
body else, there would be some duplication. 

Mr. Davis. Does the Civil Service Commission feel you need addi- 
tional legislation to review the job classifications or grade structure? 

Mr. Youna. I do not think we need additional legislation to review 
the grade structure. 

Mr. Davis. Or reorganization / 

Mr. Young. On reorganization, we regard that as a function of the 
Bureau of the Budget. 

Mr. Davis. Then without further legislation it is your attitude that 
you do nothing about it / 

Mr. Younc. We attempt to help. As I said. we send copies of our 
reports to the Bureau of the Budget, and we try to get into the hands 
of the responsible agencies all the information we have developed 
regard to many of our reviews. 

Mr. Davis. But if you go into an agency and find the head of that 
agency is permitting a wrong kind of job sheet to be written, and you 
find a job has been ungr: aded beyond what it should be, all you do is 
report it to the head of the agency ¢ 

Mr. Younc. No. We have mandatory authority to direct the head 
of the agency to correct that situation. 

Mr. Davis. I understood you to say all you can do is report it to 
him and he is supposed to be a responsible person. 

Mr. Youn. There is a difference between that and overstafliing an 
agency. We could not direct him to fire 10 employees because we 
thought he had too many. 

Mr. Davis. Mr. Young, would you have yvour auditors in the next 
6 months get answers for us in the area of reorganization where 
grades and numbers are increased without additional functions / 

Mr. Young. Let me figure that one out. Where grades or numbers 
of people— 

Mr. Davis. Are increased without additional functions. 

Mr. Youneé. Without additional functions in the agency from what 
they are doing / 
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Mr. Davis. Yes. 

Mr. Youne. We can certainly try to get that type of information. 
Mav I ask Mr. Barley, the Director of the Bureau of Inspections and 
(Randitieation Andits, bicva he feels about that. 

Mr. Barney. I shall be glad to try to get what we can on that. 

Mr. Davis. Our staff will work with you on that. 

Mr. Bartey. The problem is, have additional functions been added ? 
That is a tough one. But we can work with your staff and get what 
we Can. 

Mr. Beren. I think we ean de ‘velop a ser ies of questions that will 
assist vou so that it will not be too time-consuming. 

Mr. Barney. T would like to add one point if Tecan. We are talking 
about these high-level jobs. ATL supergrade jobs are preaudited by 
the Commission before they are allocated, and in that process we look 
at the job, talk to the people involved, and usually talk to their super 
visors, Which has a tendency to hold those down somewhat. 

Mr. Davis. IT think through the cooperation of our staff we can 
work out a series of questions that will not add too much to your work, 
because T have an idea when it gets out that you are going into these 
job reorganizations and reclassifications, that you will not have nearly 
is many job sheets to review as you do when it looks like nobody will 
have anything to do about it. 

Mr. Lestysxr. In that connection, I have tried to get a practical 

nnswer to a question on at least two occasions and could not, and 
finally the committee got into it and found the whole structure was 
not proper, that they were working on a new reorganization and at 
the same time were still working on the old reorganization plan, and 
the result was they were overstaffed. I do not see why the committee 
-hould go into these prob lems if the Commission is supposed to do it. 
Here we have a Civil Service Commission, by virtue of congressional 
action, to look into these things for Congress. If the Commission 
ong < not do it because of lack of authority. I think some action should 
be taken by Congress to delegate the authority to you, or else some- 
thing else is wrong and something should be done so that the Com- 
mission can do an effective job. 

Mr. Youne. I understand your point, but IT wish you would not say 
the Commission is not doing an effective job. T think the Commission 
is doing a very effective job with what we have. 

Mr. L ESINSKITI. The ‘Nn whi at do you need to do ado omore effective job? 
Do you need more people, or what do you need 4 

Mr. Younc. If we were directed by Congress to get into this man- 

gement survey type of work and that authority was taken away 
fre om the Bureau of the Budget, then we cert: ainly would have to do 
something about increasing the staff and getting the type of people 
who can deal with that situation. 

Mr. Anexanper. Mr. Chairman. 

Mr. Davis. Mr. Alexander. 

Mr. Avexanprr. Mr. Young, the fact is that the Bureau of the 
Budget and the Civil Service Commission and GAO and GSA 
the ones you mentioned having a bearing on this problem. The Bu- 
reau of the Budget. of course, works mostly on the financial end. 
GSA works on materials and supplies: GAO on accounting; and you 
on personnel. Do you not think, of those four, the problem we have 
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would fit more into your function, because you already have investi- 
gators in the field who say you are not inte ene? in the problem we 
have brought out but are more interested in the individual type of 
thing. Do you not think it would be a a into your setup? 

Mr. Young. When you are talking about a real overall Inspection 
job of operations in the executive branch, the Executive should have 
someone doing that and reporting to him and no one else, as you [ind 
it in the Army. Again, in the Detroit situation, for oT AREN I think 
the basie situation lies in that particular department and in that « 
partment head, because you have to have your internal satis “) 
that that kind of situation is not allowed to develop. 

Mr. Lestnskr. In the Detroit area there are about 50,000 Federal 
employees, and it is difficult to do an effective job with _— a smiull 


inspection staff as they have. If an agency or a branch of an agence) 
decides to reorganize, do you have any e lective means of saving ye 
or no, or what procedure do you go through? Do they contact vou 


about that at all? 

Mr. Youne. I would not even know about it. 

Mr. [LESINSKI. You would not even know about it. In other words, 
if I were the head of an agency and had 1,000 workers and wanted to 
increase it, I would simply reorganize my division and say, “All 
right, boys, come in.” Can that happen ‘ 

Mr. Younc. Yes. We would not have anything to do with it. If 
an action taken by you as an agency head resulted in a wholesale 1 
duction of force, the Commission would try to do something abo 
these employees, but we would have nothing to say about the reorga: 
ization. 

Mr. Lesinskr. What about the build-up of an organization 4 World 
you have anything to say about that ? 

Mr. Youne. No. 

Mr. Lestnskt. That, it seems to me, is not right. You are the h 
of the Civil Service Commission and you would have nothing to say 
about situations of that kind ¢ 

Mr. Youne. That is right. 

Mr. Davis. You suggested some new person or group to check these 
things and report to the President. I believe that was one of you 
suggestions ¢ 

Mr. Youne. If you are thinking in terms of an overall function. 

Mr. Davis. That is all very we I] and good so far as the President’s 
angle is concerned, but the base we are trying to operate from is Con 
gress, that is our interest in it, and that would not do us any good, 
What we are interested in is having that information here where it 
would be of some service to us, and your suggestion would not do 
us any good, would it ? 

Mr. Youna. It would seem to me that type of information would 
be made available to Congress. I see no reason why it should not be. 

Mr. Davis. The primary responsibility would be to report to the 
Kxecutive. 

Mr. Youn. I think definitely that is where it should be. 

Mr. Davis. You have said, Mr. Young, that it is not your responsi- 
bility, that you regard it as a responsibility of the Bureau of the 
Budget and of Congress. Taking your viewpoint on it, if it is our 
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responsibility we want to know what is going on and have the infor- 
mation. 

Mr. Youne. We are talking about two different things again. What 
I was saying was that if Congress is going to control the operations 
of the executive branch, they should have an inspector general of 
their own to go out and conduct the inspections. If the “Executive 
needed that function, there should be legislation to permit the Ex- 
ecutive to have that done. 

I was merely citing that the Appropriations Committees, the Armed 
Forces Committees, your committee, and all the other committees ex- 
ercise controls over all these departments and agenc ies today. 

Mr. Lestnskt. Very briefly, if Congress authorizes the reorganiza- 
tion of an agency, would it not properly be under the Civil Service 
Commission / 

Mr. Younc. No, because the Civil Service Commission is not set 
up to do that at all. I think the carrying out of that reorganization 
would have to be the responsibility of the head of that ageney. 

Mr. Lesinskt. You are like the driver of a wagon without reins or 
control over the direction of the horse. If the horse wants to stop and 
eat. grass, there is nothing you can do about it. You have no reins; 
you cannot control the horse ? 

Mr. Young. I do not think that is a correct example. We do not 
have the horse. We may have the wagon. 

Mr. Lestnskt. The agency is the horse and you are the driver. 

Mr. Youne. We are not driving the ageney at all. I do not think 
the Civil Service Commission should. I think it has got to be the 
responsibility of the head of the department to run his own job, 
including the organization of his department or the reorganization of 
it, within such controls as are authorized. 

Mr. Henperson. Mr. Chairman. 

Mr. Davis. Mr. Henderson. 

Mr. Henperson. Mr. Young, if you were to go into an agency and 
find that there were LO typists with ver v little to do, is there anything 
at all you could do about it ? 

Mr. Youne. We would have no authority to direct the head of that 

iwency to fire some of them or to give them all work or shift some over 
to another de ‘partment where the load was heavier. We would call it 
to his attention and say, “We think this looks funny.” 

Mr. Henprerson. But if he did nothing about it, then what / 

Mr. Younc. We would have no authority to do anything about it. 

Mr. Hrnperson. Would anybody have authority ¢ 

Mr. Youne. The head of the agency. 

Mr. Gross. He is the man who permitted it in the first place / 

Mr. Young. Maybe you should have a different head of the agency, 
then. 

Mr. Davis. Congress, of course, has the arm now of the Comptroller 
(General to make investigations for Congress, but what we have been 
talking to you about this morning is something your auditors and 
inspectors can do something about while they are on the job. It is 
like having somebody counting the money in the bank. If it is not 
there, the time to do something about it is when you find out it is not 
there, not to wait and have an investigation made a long time after- 
ward. What we are interested in, and what I think might go far in 
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reaching a solution of these problems, is to fix it so that when your 
people are there and auditing the job, if they find these things going 
on that should not be done, that the ‘y then and there take some action 
on it. 

Mr. Youna. My feeling would be that the Commission, as it 1s now 
set up as an independent agency, would not be the appropriate velnicle 
to take on this kind of management survey job with authority, which 
you implied in your rem: irks, to tell the agency head to do this or that 
other thing in terms of his own organization or reorganization pattern. 

Mr. Been. It seems to me a logical time, when you are looking at 
i job sheet of an individual and conducting a desk audit, to ask what 
he does, and then find out how many times he has to do it in a day 
and how many other people are doing it, thus finding out the volume. 
It would be easier to find it out at that time. 

Mr. Younc. We do find that out, what they are doing and how 
many other people are doing it and how often it is done, but in terms 
of the needs of the supervisor in that section, you have a tremendous 
job on your hands if you are going to do a really efficient management 
survey type of joo. Just because those people are not doing it as 
many times as we think they should on a particular day or in a par- 
ticular week, while we are there does not mean they are not doing 
it more often other times of the year. 

Mr. Beten. It would be an appropriate observation, it seems to 
me, to say that the workload does not seem to be comparable with 
the workload in other agencies. I have engaged in investigations 
myself, and I know the value of comparisons. 

Mr. Youne. Yes: but that is not a management survey type of 
function. 

Mr. Gross. Mr. Chairman. 

Mr. Davis. Mr. Gross. 

Mr. Gross. You have talked this morning about the responsibility 
of Congress. Presently being discussed is a statement you are alleged 
to have made at a Cabinet meeting, that sup porters of the Bricker 
amendment might be taken care of by a small atomic bomb. Having 
introduced the Bricker amendment in the House of Representatives, 
I would like to know, were you serious about that ? 

Mr. Youna. I have no recollection of having made such a state- 
ment. 

Mr. Gross. The author of -the article seems to think you did. 

Mr. Youn. I would be very much interested to find out the source 
of that. 

Mr. Gross. I will be anxious to read the book. 

Mr. Youne. So will I. 

Mr. Davis. You have been interrupted in your statement, Mr. 
Young, and if there is anything further you want to say, go ahead and 

vy it. 

Mr. Youne. I think we have pretty well covered the territory, Mr. 
Chairman. I can perhaps add a few points by way of general 
formation. 

I spoke of the scheduling of our inspections in these agencies, and 
that we are trying to get the widest possible coverage in order to 
achieve our objectives. 

It might clarify our discussion to outline some of the things we do 
specifically. When we walk in to make an inspection, what do we 
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do? I think that gets back to Mr. Lesinski’s point of whether or not 
we can look at the organizational problems. 

First we look at the status and service credit determinations that 
have been made, and determine whether the agency has been acting 
correctly in making the status determinations, service credit deter- 
minations, and so on. 

The second thing we do is to determine qualifications. There we 
determine whether the agency is acting in accordance with the regu- 
lations in such things as citizenship, evaluation of training and ex- 
perience, physical fitness, and suitability. 

Actually there are about 135 different items. I am summarizing 
them in a few groups. 

The third group is the selection method for competitive positions. 
Our inspectors determine whether or not the agency is using the 
selection method they must use to fill competitive positions. In other 
words, are these selections being made from the registers as they 
should be? Does the agency meet all the requirements in making 
selections where we do not have a register ? 

Mr. Lestnsx1. May I interrupt / 

Mr. Youna. Yes. 

Mr. Lesinskt. I have had a number of occasions to talk to em 
ployees who have been downgraded and that somebody else has been 
placed in the original job. The difficulty I run into is this. The em- 
ployee who has been downgraded or put aside, is afraid if he is still 
with the Government, to bring his case into the open because he fears 
he may be discharged. What protection does the employee have to 
go to the Civil Service Commission and say, “I have been discrimi- 
nated against,” what do you do in a case like that ¢ 

Mr. Young. He can go through the regular appeal process on his 
downgrading, and of course they do. 

Mr. Lestnsxt. Then what happens? 

Mr. Youna. I have not found people bashful about coming in. 

Mr. Lestnsxk1. It does happen. 

Mr. Youn. I am sure it does happen. 

Mr. Lesinsxt. What happens ? 

Mr. Younc. Do you want the detail steps? 

Mr. Lesinsk1. If you go to that agency and say, “That fellow was 
qualified. Why did you downgrade him?” I know of some instances 
where an individual was downgr aded and somebody else was put in 
his position. In that case what would you do/ 

Mr. Youne. Mr. Macy will speak to that. 

Mr. Macy. There are a variety of situations that lead to a down- 
grading, but if the individual whose job is downgraded were to ap- 
peal to the Commission, we would review the content of the job by 
looking at the job sheet and the job to determine whether or not the 
downgrading was justified. If it was not justified, the agency would 
be directed to put the job back in the proper level. 

Mr. Lesinsxi. Are you not inclined to go along with the agency 
head rather than change the status ? 

Mr. Macy. We find in the great bulk of cases the action was proper 
under the Classification Act, but where it was not proper the agency 
is directed to place the job at the proper level. 
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In the example you cite, I think probably what was involved was 
a reduction in force, where someone else was brought into the higher 
position after the downgrading has taken place. 

Mr. Lestnsxt. In one case someone was brought in and placed 
the job the other person had held before he was downgraded. 

Mr. Macy. If you know of instances of abuse, if you would bring 
them to our attention we would be very interested in looking into them. 

Mr. Lesinsxt. How far would you go? 

Mr. Macy. We would have one of our auditors take a look at the job. 
Mr. Lestnskt. I will be frank with you. I have had very little 
the point is, there does not seem to be any initiative in the Commis- 
sion todo anything. ‘There are cases where there is a laxity. Maybe 
it is not your fault. If you need assistance or need strengthening 
to put you in a position to say, “Look, you have done wrong, correct 
yourself,” that is what I am trying to find out, if you need assistance. 

There are cases where no action is taken. 

Mr. Youna. I would like to talk to you about those cases. Maybe 
that would lead to a discussion of some further action that could be 
taken by the Commission with or without further legislation. 

Mr. Lestnsxt. That is all. Thank you, Mr. Chairman. 

Mr. Davis. We have about used up our time. As a sort of sum 
ming up statement, it seems that the Bureau of the Budget is the 
only executive branch source of control as to the number of people 
and reorganizations, and they have no field staff where 90 percent of 
the Federal employees are located. 

I am glad the Commission has agreed to help us get information 
in this area between now and January 1, and our staff will collaborate 
and work with you on that, and I think some good results will come 
from it. 

Mr. Youne. We will do anything we can to help on this. I think 
we can tell better after we work out the specific points you want as 
to how effective we can be. 

Mr. Davis. We will appreciate that, and we appreciate your coming 
here today. 

We did have scheduled to also appear before us this morning 
representatives of the International Cooperation Administration, but 
12 o’clock has come. Therefore, we will ask you to come back 
Wednesday. 

(There follows a letter from Chairman Davis to the Civil Service 
Commission requesting additional data for inclusion in the record of 
these hearings and the Commission’s reply thereto :) 

HlouSE OF REPRESENTATIVES, 
COMMITTEE ON Post OFFICE AND CIVIL SERVICE, 
Washington, D. C., June 27, 1956. 
Mr. PHILIP YOUNG, 
Chairman, United States Civil Service Commission, 
Washington, D.C. 
Dear Mr. Youne: At the hearings on Monday, June 25, 1956, before the Sub- 


committee on Manpower Utilization and Departmental Personnel Management, 
time did not permit the subcommittee to cover several questions on pe rsonnel 
management. Therefore, it is requested that information be furnished on the 
following questions in order that it may be made a part of the 
hearings. 

How many cases of improper grade classifications did the Civil Service Com 
mission uncover during the past year? How many were overgraded? Under 
graded? 
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What percentage of the overgraded positions were downgraded in accordance 
with the original findings of the inspection and audit teams? 

What percentage of the undergraded positions were upgraded in accordance 
with the original findings of the inspection and audit teams? 

With respect to the personnel function of the departments and agencies: 

1. What has the Commission done to define more clearly the personnel 
function? 

2. What steps have been taken to eliminate activities unessential to the per- 
sonnel functions? 

3. What has the (‘commission done to simplify the procedures and record 
keeping for this function? 

4. Has the Commission developed any system for measuring the work involved? 

5. There was a single staffing standard or ratio established for this function 
for all departments and agencies. What has the Commission done to obtain 
a more precise standard for each department or agency? 

Thank you for your cooperation. 

Sincerely yours, 
JAMES C, DAVIs, 
Chairman, Subcommittee on Manpower Utilization 
and Departmental Personnel Management. 





UNITED STATES CIVIL SERVICE COMMISSION, 
Washington, D. C.. August 10, 1956. 
Hon. JAMES C. DAVIs, 

Chairman, Subcommittee on Manpower Utilization and Departmental 
Personnel Management of the Committee on Post Office and Civil Service, 
House of Representatives, Washington, D. C. 

Dear Mr. Davis: As we promised in our letter of July 6, we are sending you 
information in reply to your inquiries of June 27. 

The number of cases of improper grade classification found on inspections by 
the Commission in the past year was as follows: Total 1,603; overgraded 1,141; 
undergraded 462. These figures include both the departmental and the field 
service for the fiscal year ending June 30, 1956. 

An agency is required to take corrective action in all cases of improper grade 
classification. It must change the classification upward or downward if the 
employee continues to perform the same duties without change, unless an appeal 
decision sustains the agency classification. 

Other corrective action, in place of changing the grade of the position, is 
possible and often encouraged. For example, the employee may not be perform 
ing all the duties of the position. The agency may then require him to do so, 
and the grade of the position is not affected. Or, the agency may add other duties 
and responsibilities to a position to strengthen it and thus sustain the original 
grade. Sometimes the position is abolished and the employee is reassigned to 
another position. It is, therefore, not always necessary or desirable for grade 
changes to be made in every instance. 

A study of recommendations for grade changes in the departmental service 
over the past 3 years shows that the percentage of overgraded positions that 
were corrected by downgrading was 49 percent. The other positions recom- 
mended for downgrading were corrected in the manner discussed above. For 
positions that were found to be undergraded, corrective action by upgrading 
was taken in almost all instances. 

Replies to your five questions with respect to the personnel function of the 
departments and agencies follow, under the appropriate question : 

“1. What has the Commission done to define more clearly the personnel 
function?" 

The Civil Service Commission has outlined in chapter A4 of the Federal Per- 
sonnel Manual the essential elements of the personnel function. This chapter 
is a set of guidelines for personnel management applicable to all agencies. It 
was developed in cooperation with representatives from a number of agencies, 

through the Federal Personnel Council. 

One factor in the development of chapter A4 was a recommendation by the 
President’s Advisory Committee on Management Improvement to which the 
President gave his public endorsement. The recommendation was: “To im- 
prove the operation of agency personnel offices, the Commission will define the 
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nature and scope of agency programs and develop improved operating practices 
and standards.” 

Another factor was the Commission’s inspection experience in reviewing 
agency personnel programs which showed the need for appropriate guides for 
agency use in discharging the personnel function. These guides are also used 
by Commission inspectors in reviewing agencies’ personnel programs and in 
advising agencies on developing improvements in their programs. 

Cooperation between. the Commission and the agencies has resulted in progress 
in personnel management. The Commission encourages agencies to develop pro 
grams best adapted to their needs under our broad guides. A further step to 
assist agencies in this regard was the publication in 1954 of a pamphlet, Evalu 
ating Your Personnel Management. This pamphlet, prepared by the Commis 
sion and a committee of agency personnel specialists, is keyed to the elements of 
a personnel program set forth in chapter A4 and suggests methods by which 
agencies can determine the effectiveness of their own programs. 

The Commission also makes legislative recommendations and furnishes infor 
mation in connection with legislative proposals that further define the personnel 
function by rounding out specific personnel programs. 

“2. What steps have been taken to eliminate activities unessential to the per 
sonnel functions ?” 

While the Commission has no authority to eliminate activities unessential to 
the personnel functions it has defined the activities that are essential. This 
point is discussed more fully in the reply to question 1, above. The existence 
of guides for essential activities directs agency attention in a positive way toward 
providing for effective fundamentals and discourages the expenditure of effort 
on unessentials. 

Commission inspections include a thorough review of agency personnel pro 
grams. On the basis of inspection findings, the Commission suggests better 
ways of accomplishing the objectives of personnel management and the elimina 
tion of any activity that is not contributing appreciably to those objectives. 

Along the same lines, the Commission acts as a clearinghouse for the exchange 
of information about successful personnel programs. Agencies call upon this 
advisory service, or are directed to it, and thereby profit by the experience of 
others in developing their own personnel activities. By suggesting effective 
procedures and functions, the Commission helps to eliminate unessential activity. 

Commission inspections encourage agencies to eliminate unessentials by re 
viewing agency procedures and delegations of authority to act in personnel mat 
ters within the agency. We suggest, for example, the simplification of pro- 
cedures and elimination of unnecessary reviews. Duplication of personnel 
functions in operating units is pointed out when it exists, as is the maintenance 
of duplicate or unnecessary personnel records. The adoption of such suggestions 
is optional with the agency. 

“3. What has the Commission done to simplify the procedures and record 
keeping for this function?” 

One of the first steps taken by the Commission to simplify procedures and 
recordkeeping for the personnel function was the development of standard forms 
for the personnel field. In this task we worked closely with agency representa 
tives and the Bureau of the Budget. 

As a result of this work, many of the common forms were standardized and 
simplified. For example, over 80 agency application forms were replaced by the 
use of the present 2 general application forms for Federal employment. 

The revision, simplification, and development of standard forms is a continuing 
program. 

Another step taken to simplify recordkeeping was the standardization of the 
form and content of official personnel folders and the issuance of regulations 
providing for the transfer of the folders among agencies. These regulations not 
only eliminate unnecessary duplications of personnel records, since only one 
folder is to be maintained, but also insure full documentation of an employee's 
service history. 

Having developed and standardized the basic forms required in the personnel 
field, our next step was to gear the individual forms and personnel records into 
a single system. 

As a result, the Commission issued Civil Service Handbook S—-812 entitled 
“Basic Personnel Records and Files System for Federal Agencies.” 

The prescribed system was the result of an extensive study by representatives 
of several agencies, the Federal Personnel Council, the Bureau of the Budget. 
and the Civil Service Commission. 
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The purpose of the system is to provide agencies with a systematic method of 
establishing, maintaining, and using the required personnel forms, files, and 
records. The primary objective is to provide a uniform system for the economical 
and efficient use of the required personnel forms and records and to avoid use of 
unnecessary and duplicate personnel records. The system is so designed that 
the essential recordkeeping activities can be performed with a minimum of staff 
time. 

On each inspection, the Commission reviews the agency’s personnel records 
and files, the personnel forms that are used, and the official personnel folders. 
Agencies are required to correct any departures from the official requirements. 
Any different forms or procedures within the standard system that an agency 
wishes to use, to meet a specific need, must be approved by the Bureau of the 
Budget and the Commission. 

“4. Has the Commission developed any system for measuring the work in- 
volved ?”’ 

In cooperation with several agencies, the Commission has developed and pre- 
tested an approach to work measurement of personnel activities. A pamphlet 
covering this is now being printed and will be made available to all agencies in 
the near future. 

The pamphlet is designed to promote the use of work measurement in improv- 
ing agency personnel programs and operations and in forecasting manpower 
needs of personnel offices. 

“5. There was a single staffing standard or ratio established for this function 
for all departments and agencies. What has the Commission done to obtain a 
more precise standard for each department or agency ?” 

The Commission has not worked out a precise standard for each department 
and agency. The Bureau of the Budget prepared the present ratios. Agency 
staffing and assignment of work are viewed as a function of agency management, 
subject to controls exercised by the Bureau of the Budget through its approval 
of budget proposals. 

The Commission has, however, assumed leadership in initiating further study 
required to produce criteria designed to assist in determining realistic personnel 
staffing standards. 

The pamphlet, An Approach to Work Measurement of Personnel Activities, 
described in the reply to question 4 above, should, among other things, help 
agencies and the Bureau of the Budget base staffing requirements on measured 
workload rather than on arbitrary ratios, identify the work performed in a 
stated period with a given expenditure of manpower, and measure the staff 
needed to meet mandatory requirements of the Federal personnel system. 

As we have said in appearing before your committee, the Civil Service Com- 
mission does not make general management surveys. We have, therefore, an- 
swered your questions within the framework of our function of inspecting agency 
personnel programs. 

I shall be pleased to discuss any of these questions with you further, if you 
wish. 

Sincerely, 
PHILIP YOUNG, Chairman 


(Thereupon, at 12 noon on Monday, June 25, 1956, the committee 
adjourned until Wednesday, June 27, 1956, at 10 a. m.) 
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MANPOWER UTILIZATION 


WEDNESDAY, JUNE 27, 1956 


House or REPRESENTATIVES, 
SUBCOMMITTEE OF THE COMMITTEE ON 
Post OFFICE AND CIVIL SERVICE, 
Washington, D.C. 

The subcommittee met at 10 a. m. in room 213, House Office Build- 
ing, Hon. James C, Davis (subcommittee chairman) presiding. 

Mr. Davis. The subcommittee will come to order, please. 

On Monday our time was taken up by the Civil Service Commis- 
sion, and we did not have the opportunity to get to the International 
Cooperation Administration. We regretted very much we were not 
able to hear you at that time and are glad to have you gentlemen back 
with us this morning. 

As you gentlemen know, we have completed a study of this agency. 
Prior to printing our report, several conferences were held to assure 
that there were no disagreements as to the facts upon which the find- 
ings were based, and in addition the findings themselves were discussed. 
This hearing will give you an opportunity to present any plans you 
have for streamlining your organization, eliminating duplication, and 
simplifying procedure. You are, of course, free to comment on any 
plans you have underway for improving manpower utilization. 

We will now hear from Mr. Walter K. Scott, Deputy Director for 
Management of the International Cooperation Administration. 


STATEMENT OF WALTER K. SCOTT, DEPUTY DIRECTOR FOR MAN- 
AGEMENT, INTERNATIONAL COOPERATION ADMINISTRATION, 
ACCOMPANIED BY DR. J. M. STOKES, ACTING DEPUTY DIRECTOR 
FOR TECHNICAL SERVICES; ROBERT BIREN, DIRECTOR, OFFICE 
OF ORGANIZATION AND METHODS; AND WILLIAM SHEPPARD, 
ASSISTANT DEPUTY DIRECTOR FOR MANAGEMENT, INTERNA- 
TIONAL COOPERATION ADMINISTRATTION 


Mr. Scorr. Mr. Chairman, I have a statement which, with your 
permission, I would like to read. 

Mr. Davis. Very well. We are glad to have you with us and you 
may proceed as you see fit. 

Mr. Scorr. I am happy to have this opportunity to appear before 
your subcommittee and to testify on behalf of the International Coop- 
eration Administration. 

As your committee knows, ICA has recently been the subject of de 
tailed study by the staff of the subcommittee. Several members of the 
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staff spent more than a month in analyzing the organization, proce- 
dures, and staffing of ICA. The result of this staff work has been 
incorporated in a survey report which we have had the privilege of 
reviewing although, we understand, it has not as yet been officially 
released. In our opinion, the report is generally accurate and fair 
in its treatment of most of the specific problems which it covers. Many 
of the deficiencies which the report discusses have been under review 
by the agency for some time and are in process of being corrected. 
The work of the subcommittee staff has already been of assistance to 
our internal efforts to make our procedures more effective. This is 
in line with the stated purpose of the subcommittee’s staff activity as 
given in the report. 

* * * Tt should be pointed out that this report is confined to suggestions for 
improvement. * * * 

Some of the subcommittee’s findings, however, particularly the one 
which relates to the relationship between nation: al policies and specific 
field projects are, we believe, less accurate and require supplemental 
information. 

The control of organization and staffing within ICA and its pred- 
ecessor agencies has been a matter of top-level concern. In addition 
to the financial controls imposed by congressional appropriations and 
Bureau of the Budget review and apportionments, the agency main- 
tains a small staff charged with the specific responsibility for con- 
tinuously reviewing all proposed reorganizations and changes in pro- 
cedure and for continuously appraising the need for personnel. This 
central control over employment which was commented upon by the 
subcommittee staff in its report on ICA has been, in our opinion, sue- 
cessful in keeping employment in ICA under strong and proper 
control. 

As the subcommittee knows, the Mutual Security Appropriation 
Act contains a specific appropriation for the administration of the 
nonmilitary aspects of the program. The personnel charged to ad- 
ministrative funds are those who, in general, plan, supervise, control, 
and account for mutual-security activities. The technicians we supply 
to assist and to advise other governments and the direct supporting 
staff for these technicians are charged to what are called program 
mune, that is, funds appropriated by the Congress to finance pro- 

‘ams and project activities in the more than 50 countries partic ipat- 
ing in the mutual-security program. The allocation of a particular 
position to either administrative, or ov erhead, funds or to technical 
program funds is mi ade under detailed criteria approved by the Budget 
Bureau and the General Accounting Office, and the agency’s practices 
are preaudited at ee time by the Bureau of the Budget 
and postaudited by the General Accounting Office. 

We have gone into this distinction between administrative and 
program funds in some detail because it is specifically mentioned in 
the staff report. The success the agency has had in its manpower- 
control activities is demonstrated graphically by the attached chart, 
which shows that since January 1953 there has been a dramatic redue- 
tion in the number of United States nationals paid from administra- 
tive funds as against the technical personnel who are charged with 
the responsibility of actually carrying out the technical programs 
and projects approved by the Congress to be undertaken throughout 
the world. We believe that this record of increasing the staff of 
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public health technicians, engineers, and practical agriculturalists 
throughout the world and, at the same time, drastically reducing the 
overhead, or administrative staff, required to support these technicians 
could have been achieved only by consistent and careful control of 
manpower utilization throughout the entire agency. ‘The subcom- 
mittee will appreciate that these results have been achieved against 
a backdrop of considerable change in ICA’s program requirements. 
The creation of new nations such as Laos - Cambodia, the exten- 
sion of aid to new countries such as Ceylon, or the reactivation of the 
aid program in Indonesia, political changes in ite itemala, famine and 
flood in Bolivia, Pakistan, and elsewhere—all these factors which 
make control of manpower extremely difficult. 

The major factor which has allowed ICA to maintain proper con- 
trol of staffing is our ability to review through an established mechan- 
ism all requests for changes in org ranization or staffing. The first 
question to be answered in any such review is whether or not a par- 
ticular function under consideration needs to be done at all. A nega- 
tive answer to this fundamental question has, for example, resulted in 
the following organization realinements and reductions of personnel: 

A. Effective February 1, the Office of Trade, Investment, and Mone- 
tary Affairs wasabolished. This Office had the following functions: 

(a) Performing staff work incident to ICA representation on 
the NAC, 

(6) Drafting policy statements, procedures for ICA loans. 

(c) Developing ICA position on tariff problems. 

(7d) Administering ICA investment guaranty program. 

(e) Instructing USOM’s on finding investment opportunities 
for United States private capital. 

It was found possible to reassign these functions elsewhere in the 
organization with the following results: 

Before: 
Total staff____- 


So el cere ee eee ae oe 4 = 1 i a pe : 20 
SIN NI a i a ch es dete cs tated ccna 8 
After (as reassigned elsewhere in ICA): 
CI en ee ‘dance Aiom. 1 


B. Effective August 19, 1955, : te Office of isha h, Statistics and 
Reports was reor ganized to abolish its evaluation staff and to consoli- 
date and realine its research and analysis staff with its Economic and 
Fiscal Statistics Branch with a net reduction of 21 positions. The 
organization was later retitled the “Office of Statistics and Reports.” 

These units had the following responsibilities : 

(a) Performing special research assignments to develop basic 
data of an economic, military, and political nature chiefly with 
special problems and projects of the Director. 

(6) Preparing briefing and background information for agene y 
staff members and the Director for specific program evaluation 
surveys and projects. 

(c) Coordinating the preparation of the agency’s reports to the 
Nation: al Security Council. 

Because of these organization and staffing changes, the following 
results were achieved : 


per ee I i ne ee owe aes 7 6 


Before: 
Ont CRI ee 


‘ 


GS-15 and above 
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After: 
rN nn bieitbins 
GS-15 and above 


Effective April 1, 1956, the ICA Office of the Deputy Director 
for Refugees, Migration, and Voluntary Assistance was abolished. 
This Office had the following responsibility : 

(a) Developing programs of assistance to escapees from com- 
munism. 
(5) Serving as executive staff for the Advisory Committee on 
Voluntary Foreign Aid. 
(c) Reviewing and approving programs submitted by reg- 
istered voluntary agencies. 
(d) Developing policy and programs for land settlement of 
migrants. 
(¢) Reviewing refugee and migration programs of interna- 
tional bodies to which the United States contributes. 
With the transfer of certain functions to the Department of State 
and reassigning the others elsewhere in ICA, the following results 
were achieved : 


Before: 
Total staff 


act aia i ace ee I a ae 
GS-15 and above__._..._.._— a a le a te eee a a ee 4 
After: 
Total staff: 
I a a aa a le a ea a 11 
NN Oe ceo ee Deere siaanee tapietogsct abe 2 
ed i nc ees, 24 
GS-15 and above: 
a a eee Barat laa ae 1 
Se cease he caieaininmaciiosatee Vetntiech lector AE ee 1 
Total_ ee ae 9 


We are now cniutatiions a survey whic h has extended over several 
months relating to the extent to which the Washington staff is required 
to technically review actions proposed by ICA field missions. This 
problem was the subject of a specific tinding by the subcommittee staff 
which confirmed the fact that time and, we hope, manpower can be 
saved by reducing this preaudit activity. Procedures aimed at correct- 
ing this situation are being instituted throughout the agency. 

The subcommittee staff commented on the many submissions from 
ICA field missions relating to projects which are required for central 
Washington review. In this connection it should be pointed out that 
the procedures requiring these submissions resulted in part from 
criticism by the General Accounting Office and from other sources 
that some of ICA’s predecessor agencies were lax in the degree of 
review which they maintained over individual country programs and 
projects. In a number of instances, recent GAO reports have com- 
mented on the improvement in operating procedures instituted in the 
past year. Nevertheless, we are in agreement with the findings of 
the subcommittee’s staff that submissions from the field could be 
reduced in number and simplified and that greater authority should 
be delegated to the overseas missions to carry out approved programs. 
We also agree that reviews of such submissions can be reduced in 
number and in detail. The internal survey mentioned above contains 
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more than 20 specific recommendations on this subject, including a 
clarification of the responsibilities and authorities of the major ICA 
offices concerned with project approval and implementation, all of 
which we expect to put into effect in the next several months. 

The subcommittee report states that there is a tendency to overorgan- 
ize in the Washington offices of ICA. As an illustration, the report 
cites the Office of the Deputy Director for Technical Services, which 
with a total of 536 employ ees, has “119 organizational units or about 
4.5 employees per unit.” It also points out that there are instances 
where a particular technical branch consists only of a technician as 
branch chief and a secretary but recognizes that this organizational 
approach may be necessary for “prestige purposes.” Such arrange- 
ments have not led to increased staffing because the branch chief is him 
self the working commodity specialist, not an added supervisor. 

From the management point of view, we feel that the establishment 
of such separate branches is logical and defensible for several reasons. 
The functional specialization, the significance of the operation, and the 
stature of the technical specialist all argue in favor of this approach. 
While other organizational solutions may be possible, such as abolish- 
ing these branches and designating each officer a commodity specialist, 
we cannot see that manpower advantages would be derived thereby. 

As for the possible danger of fostering “empire building,” we feel 
that the report figure of 4.5 employees per unit is, if anything, ineies- 
tive of the agency's success in spreading its very limited m: power re 
sources as thinly and as effectively as possib le. While this point 
obviously judgmental, it is our conviction that any less coverage in 
most of the DD/S functional units would seriously impair, if not m: — 
impossible, the effective discharge of this major office’s technical 1 
sponsibilities. In any case, the figures given in the report make it 
quite clear that ICA has successfully resisted the main danger the staff 
found in these arrangements, that is, that the very existence of such 
branches automatically creates a demand for increased staff. 

The subcommittee staff commented in considerable detail upon the 
substantive aspects of ICA program planning and development. 
These processes are considered deficient, according to the subcommittee 
report, in three significant respects: (1) a lack of direct or “logical 
progression” between national policy and individual country projects, 
(2) the lack of stated objectives and priorities in terms of fields of 
activity (for example, education or agriculture), and (3) the “illustra- 
tive” nature of our programs as submitted to the Congress, with the 
result that ICA gets “down to the business of doing firm and specific 
planning” only after C ongress has appropriated funds. 

We believe that these criticisms are based in part upon a misunder- 
standing of our program processes and upon the fact that the staff was 
unable, presumably due to the limitations of time, to undertake a de- 
tailed study of these processes. For example, we are confident that an 
examination of the appropriate NSC and OCB documents which pro- 
vide the basic United States foreign policy guidelines within which 
we operate, together with a review of a particular country program 
and its project composition in relationship to these policy objectives, 
would demonstrate that there is considerably more than a “tenuous” 
connection between United States policy and ICA-financed projects. 

For various valid reasons, got is no formal mechanistic procedure 
which prescribes how, when, or in what detail the relationship of a 
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proposed project to United States policy objectives must be demon- 
strated or documented. This does not mean, however, that during the 
ICA programing process we fail to demand all data available which 
might bear on this obvious and vital point. In corroboration of this 
statement, and because we are concerned at the misleading implications 
of some of the report’s comments in these respects, we take the liberty 
of quoting below part of the detailed programing instructions trans- 
mitted last year to our overseas missions with respect to the narrative 
data required for the fiscal year 1957 program: 


1. OBJECTIVES 


A. Why, expressed in very specific terms, do we have or propose a mutual 
security program in the country? Is it to influence people, meet military objec- 
tives, create political stability, foster economic development, or a combination of 
these or other purposes? How, expressed in as concrete and detailed terms as 
possible, will the furtherance or attainment of the objectives which are considered 
to be the purpose of the program benefit the United States? How would failure 
to meet such objectives adversely affect United States interests? What would be 
the effect on United States interests of a delay in their attainment? What is the 
importance, urgency, and relative priority of accomplishing the purposes for 
which the program is proposed? 

B. What problems in the country must be dealt with if the purposes stated in A 
above ure to be achieved? Is it lack of resources, weakness of institutions, or 
absence of necessary skills, administrative or technical? 


Il. PROGRAM FORMULATION 


A. Given the objectives developed under I above, to what extent, how, and 
at what rate, can United States resources—physical, financial, technical, mili- 
tary, ete.—contribute to the solution of the specific problems therein listed? 
Do we supply commodities, provide technical advice, etc. ? 

Lb. Assuming that, in response to A above, the provision of United States 
resources might contribute materially to the solution of the specific problems 
listed in I above, what techniques and methods are best adapted to supply those 
resources in the most effective manner? For example, in the case of need for 
technical advices of a particular kind in a particular country, does a servicio, 
a university contract, a joint fund, a contract with a voluntary agency, a founda- 
tion, or a multilateral institution, etc., represent the best approach? 

©. To what extent have previously financed mutual-security programs for the 
country in question been directed toward the problems specified in I above, 
and with what actual or presently anticipated success in their solution? 

LD. What is the relationship of the United States programs to: 

1. Country government’s own efforts; 

2. Internal private financing ; 

3. External (non-United States) assistance (including IBRD). 

Mr. Gross. Mr. Scott, what you you mean by these 3- and 4-letter 
contractions? What does IBRD mean, for example / 

Mr. Scorr. International Bank for Reconstruction and Develop- 
ment, sir. 

Mr. Gross. Thank you. 

Mr. Scorr (continuing reading) 

4. Export-Import loans and Public Law 480. 


Acknowledging the difficulties confronting us in developing some 
sixty-odd programs hand-tailored to the peculiar requirements of 
individual countries, the subcommittee report indicates that the nature 
of the ICA program and the lack of accurate data often makes it 
difficult to detect “the logical progression from national policy to 
selection of projects * * *.” We agree that our most formidable 
task is the formulation of individual country programs keyed to the 
furtherance of basic United States and country objectives while simul- 
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taneously achieving the essential balance between available resources 
(both funds and manpower ) and maximum impact in the shortest 
possible time. Experience has taught us, however, that there are no 
simple precise formulas for reducing basic objectives to neat quanti- 
tative terms, and translating them directly into country programs 
ready for implementation. The variety and complexity of factors 
which enter into the programing process are very great, and there 
is a natural tendency on the part of most program evaluators, our 
own included, to oversimplify the problem. There are many signifi- 
cant intangible factors which must be taken into account even though 
they cannot be expressed in mathematical or economic terms. These 
include foreign countries’ assessments of their needs and priorities. 
their administrative capacity and machinery, political climate. the 
absence of reliable statistics and normal economic yardsticks, their 
mores, cultural attitudes, and business practices, and unpredictable 
economic and political fluctuations. 

We freely admit, however, that we have a great deal to learn, 
and much more can and should be done, in terms of developing and 
recording more precise, quantitative objectives by fields of activity. 
The subcommittee staff’s criticism of the lack of explicit field-of-activ- 
ity objectives and priorities points up a problem which has given us 
much concern. While such objectives and priority indicators may in 
fact exist in many instances in the voluminous data prepared in sup- 
port of country programs, the fact that there is no formal procedure 
designed to disclose these data readily and automatically represents 
a weakness in our programing process. We are aware of this defi- 
ciency, however, and have currently under consideration a procedure 
which, if adopted, should go far to e liminate this shortcoming. 

As for the oft-criticized “illustrative” nature of ICA program pres- 
entations to the Congress, here we feel we are the victims of a problem 
in semantics. The subcommittee report leaves the impression that 
we do no specific project planning until congressional appropriations, 
at which point, generally in September or October, we hastily proceed 
during the remainder of the fiscal year— 
to select projects, document them, get them approved in Washington, and obli- 
gate, within the fiscal year, funds to carry them out. 

This is simply not the case. As the subcommittee report later states: 

Of the projects prepared, reviewed, approved, and funded each year, about 

80 percent are of a continuing nature. 
These continuing projects are, of course, included in our presentation 
to the Congress, and represent something in excess of 80 percent of 
the total project sector of our program. Since each such project. has 
previously been documented and approved, and since all that is re- 
quired is additional financing to carry on its activities, it is difficult 
to see how it can be concluded that “this is obviously an atmosphere 
conducive to poor programing and thus to extravagance.” As a 
matter of fact, the reverse is true. Simply because such projects are 
continuing, we know in detail, and several months before final con- 
gressional action, precisely what is required in the forthcoming fiscal 
year to assure the successful continuation of such projects. 

Apart from the foregoing comments which we submit in the in- 
terests of clarification and accuracy, we wish to express our gratifica- 
tion at the objective and constructive approach evidenced at all times 
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during the course of this study by Chairman Davis and his staff. 
While we cannot agree completely with certain of the subcommittee 
staff observations and findings, we have noted that these divergen- 
cies of view involve questions of judgment or approach rather than 
differences as to objectives or results to be achieved. The constructive 
character of the subcommittee staff’s study is underscored by the fact 
that we have already found it of assistance in our internal efforts to 
make our procedures more effective and productive. 
(The following chart was submitted by the witness :) 


ICA PERSONNEL STRENGTH 
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Mr. Davis. We are glad to have your statement, Mr. Scott. You 
did discuss this report in conside1 ‘able detail with our staff / 

Mr. Scorr. That is correct, sir. 

Mr. Davis. You went over all the recommendations with the staff 
members prior to the time this report was prepared or completed ¢ 

Mr. Scorr. That is correct, sir. 

Mr. Davis. What did you have to say to them with reference to the 
part of the report w hich you discuss on page 12 of your statement, 
where you say : 

The subcommittee report leaves the impression that we do no specific project 
planning until congressional appropriations, at which point, generally in Sep- 
tember or October, we hastily proceed during the remainder of the fiscal year, 
“to select projects, document them, get them approved in Washington, and 
obligate, within the fiscal year, funds to carry them out.” 

What did you say to them when that part of the report was under 
discussion ? 

Mr. Scorr. I believe we explained the type of illustrative program 
we develop, but this reference is a judgmental factor and not a factual 
factor. 

Mr. Davis. You quote from the subcommittee report as follows: 

Of the projects prepared, reviewed, approved, and funded each year, about 
SO percent are of a continuing nature. 

So that that was understood at the time ? 

Mr. Scorr. Yes, sir. 

Mr. Davis. What about the statement that generally in September 
or October you do go ahead to select projects, doc manent them, get 
them approved in W ashington, and obligate, within the fiscal year, 
funds to carry them out, leaving out for the moment the 80 percent 
which are of a continuing nature ¢ 

Mr. Scort. I would like, if I might: to quote from a report of the 
Committee on Foreign Relations this year on our presentation on the 
mutual-security bill. This is the presentation that was given covering 
the illustrative program, detailing information on the specifics of 
projects that had been carried out and those planned to be carried 
out, on a tentative basis, in each country. 

Mr. Davis. New projects or continuing projects ? 

Mr.Scorr. Both,sir. This is quoting from the report: 

A purely domestic agency can plan its activities over the course of a year 
unilaterally. Mutual security activities depend on agreements with foreign 
governments. As a general rule negotiation of those agreements cannot be 
undertaken until after the money is appropriated. Although, in the case of non- 
military assistance, the International Cooperation Administration plans projects 
in advance of appropriations (indeed, it is partly on the basis of this planning 
that Congress makes the appropriations), the plans can be no more than tenta- 
tive until after the appropriations are actually made and the necessary agree- 
ments entered into with foreign governments. Even after these agreements are 
made, the obligation and expenditure of United States funds await certain 
action on the part of the foreign government, and this action is sometimes delayed 
for reasons over which the United States has no control. 

I wanted to read that, sir. I think it is a fact that we cannot ap- 
prove projects until later in the year, but we a plan them in advance. 
We have as much of the documentation available as early as possible. 

One of the things the subcommittee staff reported, and which we are 
adjusting is the difference in time between appropriations and ap- 
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proval of projects. The difference in time between appropriations 
and approval has been too lengthy in the past. As the staff report 
mentions, we have made a rather detailed study of our whole system 
on this. It has just been completed and it has been approved 99 
percent by the agency and is now being placed in effect. 1 would like 
to submit a copy of the study report, which was not completed at the 
time your staff was making its study of our agency. 

Mr. Davis. Very well. With the exceptions mentioned in your 
statement this morning, you are in accord with the report which we 
made / 

Mr. Scorr. We are in general; yes, sir. I would like to mention 
that the findings of the report 

Mr. Davis. We will make that report available to the press, then. 
It has not been made available before. 

T want to ask you a question about a statement on page 6. You 
state there: 





We are now completing a survey which has extended over several months 
relating to the extent to which the Washington staff is required to technically 
review actions proposed by ICA field missions. This problem was the subject 
of a specific finding by the subcommittee staff which contirmed the fact that 
time and, we hope, manpower can be saved by reducing this preaudit activity. 
Procedures aimed at correcting this situation are being instituted throughout 
the agency. 

How far along has that survey progressed ? 

Mr. Scorr. That is the report I mentioned before, sir. 

Mr. Davis. That is the report you just mentioned ? 

Mr. Scorr. Yes. It covers some 22 recommendations in specific 
detail. 

Mr. Davis. And that report has been completed ? 

Mr. Scorr. Yes, sir. I would like to leave it with the committee. 

Mr. Davis. Mr. Ellis. 

Mr. Exzis. On page 12 you are talking about 80 percent of the 
projects being of a continuing nature. Perhaps the most frequent 
complaint we heard was the lack of time available for adequate plan- 
ning of projects. It was said that no commitments could be made so 
that you could really talk to a country about a particular type of 
project until after the Congress had made funds available. There was 
pointed out to us the huge backlog of work that piles up, that is the 
large number of projects, and that funds for these have to be obligated 
in a very short period of time due to the timing cycle. That is under- 
standable, since there is a very short time between c ongressional action 
on appropriations and the time you must obligate funds. 

The staff discussed the question of preplanning, or more planning 
with the countries to avoid this rush at the last moment. It was stated 
on several occasions that this could not be done because until Congress 
had made funds available you could not talk to a country and could not 
get a country interested. So the fact still remained, as far as we could 
see, that there was a tremendous rush at the last moment. 

It was brought out that 80 percent of the projects are of a continuing 
nature. Still, in time, all of these projects must go through this hurry- - 
up cycle. With 20 percent a year being new projects, in a period of 
5 years all projects would have gone through this process regardless 
of how many times they are reviewed after ward. Each of them still 
has to be prepared and approved as a new project. Each is processed 
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in that very short cycle between appropriation and obligation time. 
So it would appear that all projects must have gone through that cycle 
of speedup or rush preparation. 

Mr. Davis. Right there let me ask you: Of this 80 percent which are 
of a continuing nature, over how many years do these projects extend ¢ 
Would some of these in the 80 percent be 2-year or 4-year projects / 

Mr. Scorr. The 80 percent would run from 2 to 6 or 7 years. 

Mr. Exuis. Is it not true that in time all of them go through this 
short cycle of time? 

Mr. Scorr. Yes. I would like to mention that although these proj- 
ects are continuing, they are dependent upon appropriations by the 
Congress and certain general restrictions and general criteria estab- 
lished by the Congress. Criteria having to do with the percentage 
of aid to be made as loans and the percentage to be derived from the 
sale of surplus agricultural commodities, and so forth. All of those 
factors require an intensive review after appropriation before the 
funds can be divided into country levels and project levels. 

It is true our processes, up until the present, have required an over- 
extension of preaudit activity ; however, the procedures of this coming 
fiscal year will provide for what we would call a program approval 
and then projects can be carried out immediately after the appropria- 
tion process, very early after the appropri: ition process, by our 
USOM’s, that is, our United States operations missions. The findings 
of the subcommittee staff concerning preaudit are in accord with our 
own findings. The report which I will give you will speak specifically 
to that and the remedy we expect to apply. 

Mr. Gross. Do I understand you cannot do any advance planning 
with a foreign country until they see our money on the barrelhead 

Mr. Scorr. We cannot make any commitments. 

Mr. Gross. Are they interested or are they not interested ? 

Mr. Scorr. Yes; they are interested. 

Mr. Gross. I thought you said a while ago that a part of this situa- 
tion accrues from the fact you cannot do any advance planning until 
you get the money on the barrelhead ? 

Mr. Scorr. I did not say advance planning. I said approval. 

Mr. Davis. Give us a little more information about this preaudit 
you referred to. How many people are involved in that? 

Mr. Scorr. It would depend on the type of project. They would be 
considered in the agency by our area people charged with the respon- 
sibility for reviewing a program for a country, the total program for 
a country. They would also be considered by technicians who would 
review the technical feasibility of United States assistance furthering 
this project or this plan of the Government. 

Mr. Davis. Could you illustrate, as you go along, as to how many 
would be engaged in that particular function ? 

Mr. Scorr. On a given project, sir, it would usually run 2 in our 
regional office, I would say, and 2 to 4 people in the technical office, 
depending on the width of the project, whether it was a very narrow 
project or encompassed several items. 

Mr. Davis. Do you think there has been too much of this pre- 
auditing ? 

Mr. Scorr. We think so. Our process calls for 2 steps. One is the 
process of developing the presentation to the Congress, which is given 
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in considerable project detail. After that, our practice calls for the 
submission of specific projects proposals in even greater detail for 
approval. Our plans are to approve without the resubmission of this 
greater detail on projects of a ce complicated nature. 

Mr. Corserr. Mr. Chairman. 

Mr. Davis. Mr. Corbett. 

Mr. Corzerr. Our fundamental function is to see where we can 
economize in Government, whether in personnel or in function. I 
am very disturbed by some of the things you have been saying and 
some of the things we have been thinking. ‘Do I have the picture cor- 
rectly that we have to go through the job in Congress of authorizing 
certain amounts of money, then we eventually appropriate it, then an 
operational group goes into each countr y and, with the offici: als of that 
country, hunt up things they can do that will be wholesome to the 
economy and strengthening of that country? Is that the idea 

Mr. Scorr. Not precisely in that sequence. 

Mr. Corserr. What is the sequence ! 

Mr. Scorr. We have in each country an operating mission. Usually 
there is a central agency of the other government established for 
liaison with our operating mission. That central agency submits their 
own plans for the economy of their country, and our mission, after 
working with their documentation and through personal contact with 
the other government’s officials, but without ‘approval by or notifica- 
tion to the other government that we have in mind to assist with this 
or that specific thing, submits recommendations to Washington which 
eventually go to the Bureau of the Budget and to other executive 
branch agencies covering the political, military, or economic sphere. 
After coordination and approval the executive then submits this type 
of documentation to the Congress. 

Mr. Corserr. There is a general plan and recommendations of 
projects A to M ina given country; is that correct ? 

Mr. Scorr. Yes. 

Mr. Corserr. Those recommendations then go to the Budget. In 
the exercise of our duties in passing on the necessity and desirability 
of any of those projects and how many of the total we are going to 
O. K. in any given year, how can we intelligently know whether we 
should spend $4 billion for foreign aid or $4.5 5 billion for foreign aid 
when we individually have no ‘idea of what is going on, what is 
proposed? In some cases we do not even know unilaterally what coun- 
try 1s going to get how much. We are just told you need X number of 
dollars. 

Mr. Scorr. The substantive committees of the Congress which hear 
our presentation, and the Appropriations Committees, which hear our 
appropriations request, do hear them in detail. 

Mr. Corsetr. A report of the Foreign Affairs Committee was held 
up to us as a confidential document and we were not allowed to look 
at it. 

Mr. Davis. It was said that it was a confidential document. 

Mr. Corserr. And the chairman of the committee was in vigorous 
disagreement with the leadership of the House and with members of 
his committee, and we did not know what we were doing and where. 
In this committee, specifically, when jobs are assigned — we are con- 
cerned with whether there are too many people to do the job. TI have 
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the increasing concern, and I think others do, as to whether the job 
itself ought to be done. We can sit around here and argue for days 
whether 90 people should do this job or 110 without having any under- 
standing as to whether the job should be done. 

Mr. Scorrt. I should like to mention on that one point that the peo- 
ple on our administrative budget, the people for planning, supervis- 
ing, controlling, and auditing, which is a large part of our operation, 
have been under very active control measures = the agency. 
Those people in total and the actual operations they carry out, cost 
approximately $30 million. This covers the iieainedine: control, 
planning, and so forth, of an operation of about $1.640 billion, which 
Is a very difficult and very large fund operation. 

Mr. Cornerr. That is thoroughly agreed with. 

Mr. Scorr. We have approached this, sir, as I believe the committee 
staff can say—the report mentions the people are busy. We are ap- 
proaching this control of manpower by trying to improve our methods 
of doing business rather than by bringing more people in to handle the 
workload. I think that is the most efficient w ay of handling man- 
power and I think that is the approach this committee has fostered. 

Mr. Corserr. That is exactly our approach in this committee and 
that is what we want to achieve. My series of questions goes over and 
above that objective, namély, as to how we can have any understand- 
ing here. Let us say the Job is being done efficiently and that everybody 
in a given agency is working to capacity. We have no way of telling 
whether the “job itself ought to be done at all, whether it is done with 
efficiency and the minimum of manpower or not. 

I may be alone in this, but in this committee I have repeatedly raised 
the question of how we are going to save much manpower until we can 
raise the question of whether the function itself is meritorious. 

Mr. Scorr. I think that, sir, at least from the action of the execu- 
tive branch and two committees of Congress, the Foreign Relations 
and Foreign Affairs Committees, looking toward a total reexamination 
of this program, whether change in our present course of action is 
required or not, has been fairly well agreed upon. 

Mr. Davis. Where do you go to get your general policy to begin 
with? Do you get it from the State Dep: artment ? 

Mr. Scorr. Yi es, sir. 

Mr. ALexaNnper. Will you yield right there? 

Mr. Davis. Mr. Alexander. 

Mr. Avexanper. Mr. Scott, I understood you to say a while ago that 

you have these missions stationed at C ‘ambodia or whatever country 
aan are going to set up a program in, you get their report, and from 
their report you formulate your objective. ‘Is that correct ¢ 

Mr. Scorr. Sir, the basic objectives of the United States in any 
country—take Cambodia—are derived out of the work of the National 
Security Council and the Operation Coordinating Board which trans- 
lates the National Security Council’s general objectives into more 
specific operational plans. All of that work is based 

Mr. ALexanper. Is that developed there, here, or where? 

Mr. Scorr. In constant coordination between the various agency 
missions in the field, including the military missions (they are called 
MAAG), and the Washington headquarters of each of those—ICA 
State, Defense. In other words, for each particular country you would 
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have what we call country team arrangements in the field under the 
leadership of the Ambassador. 

Mr. ALExANnpeR. That is, the ones you talk to there give you reports; 
is that correct / 

Mr. Scorr. They give recommendations and reports. 

Mr. Avexanper. And from their recommendations, you establish a 
policy ¢ 

Mr. Scorr. No, sir; the policy is established in Washington by 
utilizing those reports; not necessarily merely approving them. 

Mr. Atexanper. In other words, you take those; along with what 
other basic things you have, you t: ake their reports? 

Mr. Scorr. They are the general basis. 

Mr. ALexanper. Just who does make that policy for your group? 
Does the Director make it ? 

Mr. Scorr. The basic policy is established; we receive the basic 
policy from the State Department. As you know, the Secretary of 
State is a member of the National Security Council. 

Mr. Avexanper. And you make the policy on each country, or is it 
just an overall, broad, worldwide policy to assist all underdeveloped 
people ? 

Mr. Scorr. On, no; it is much more than that. 

Mr. ALEXANDER. You gave us Cambodia. Now they have written 
out a specific policy for that country ¢ 

Mr. Scorr. In classified documents, there would be outlines of 
general policy and specific operating plans for given countries. 

Mr. Arexaper. And that would be based entirely on the report you 
got back ¢ 

Mr. Scorr. They would include many other factors, such as the 
military situation in other countries beyond the purview of the people 
in the given country; the general status of our own economy, and the 
budget and expenditure factors of the United States Government as 
awhole. Allof those area part of it. 

Mr. ALexanper. That is worldwide rather than specific ? 

Mr. Scorr. Those have to be considered in translating general policy 
into individual country plans. 

Mr. Corserr. That brings us on up to where we are in a dark alley 
hunting for a black cat that is not there, or something. We do not 
know what the plans are, because they are classified, and how are we 
going to determine how much personnel i 1s necessary to carry out the 
pl: in when we do not know what it is? They have it all classified; we 
do not know what they are doing, and how can we tell how many 
people are needed q 

Mr. Davis. Can you answer Mr. Corbett’s question ? 

Mr. Corserr. I do not think the gentleman can. I did not mean 
to put it to him. He is in a situation here where the plans regarding 
the most of these countries and their requests are classified; is that 
correct ¢ 

Mr. Scorr. That is correct. 

Mr. Cornerr. And we are here trying to determine how many people 
should be engaged in doing what we do not know they are doing. I 
think we are down to the place where we just have to take the Depart- 
ment’s word for it unless it looks to be swollen. 

Mr. Scorr. We do appear, as you know, before both the legislative 
committees and the Appropriation Committees and just because infor- 
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mation is classified it has not been kept from the committee staffs. 
‘There are some things which are. 

Mr. Corserr. But they are kept from us. 

Mr. Atexanper. All of these appropriations have been in a lump 
sum, have they not ? 

Mr. Scorr. Not quite that way; no. They are generally specific as 
to the general area and have c ertain other limitations. 

Mr. Avexanper. As the Far East or Europe rather than the specific 
country. 

Mr. Scorr. Some countries are specified, but that is not the rule; 
most of them are not specified as to the appropriation. 

Mr. ALEXANDER. What is the objection to specifying them and setting 
them out so that we can analyze whether it is a good project or not? 

Mr. Scorr. I think one of the basic problems is that in public dis- 
cussion before the Congress—I mean in an open hearing—information 
becomes available to another government that Congress has appro- 
priated a certain sum of money for the other government. This would 
eliminate the possibility of flexibility in h: indling the overall program 
making almost an impossibility of running an “effective program in 
the interest of the United States. 

Mr. Davis. Now, what is the objection to that you just mentioned ? 
Is it because the other country would not want its internal affairs 
bruited about and discussed generally among the nations of the world, 
or just what is the objection to letting it get out? 

Mr. Scorr. I think the basic problem is that such discussion, and 
approval by the Congress, would so commit the Government of the 
United States that we may not be able to get the greatest advantage 
in the proper utilization of the funds to the other country’s good and 
our own purpose. 

Mr. Davis. Of course, I realize this committee here is not a policy- 
making committee. What we are interested in is, of course, seeing 
that the manpower and personnel are properly utilized. But in- 
as much as it is kind of getting around the edges of policy and it 
was proposed that our Government make a 10- year commitment, it 
seems to me that would be a much greater and much more binding 
commitment than the matter you just discussed and referred to. 
Would not you think that is so? 

Mr. Scorr. I was alluding to making a general commitment with- 
out a specific financial obligation for specific projects, and those only 
very few and very important projects. 

Mr. Davis. I do not exactly understand you. You mean you are 
reluctant to make commitments for a specific project; is that what 
you just said ? 

Mr. Scorr. No. I say the administration’s proposal on this was 
for major projects of a continuing nature. 

Mr. Davis. What was the objection you just offered to making 
these things public? Did you say it would commit our Government 
further than we wanted to be committed if we did that? 

Mr. Scorr. The proposal of the administration would be for a 
very small proportion of the total and not in any case for a com- 
plete country program. The point I was trying to make was that by 
public discussion of specific country programs and the total we were 
going to assist a country, to the extent this amount of mon ey was 
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appropriated for these specific things, would lose the flexibility in- 
herent in the program. There is, I believe, about 18 months from 
the time these proposals are first proposed until they are finally ready 
to go. During that time there are rather significant changes, or 
can be rather significant changes in our world programs. 

Mr. Davis. In what kind of program? 

Mr. Scorr. We might have, as we did last year, the initiation of 
a program in a new country. 

Mr. Davis. What kind of a program—technical assistance? 

Mr. Scorr. In this particular case, it was basically a technical as- 
sistance program. It was the case of Ceylon. 

Mr. Davis. Well, is there any greater objection to that than there 
would be to making a commitment of so m: iny hundred millions of 
dollars for the construction of a dam in Egypt ? 

Mr. Scorr. That, I believe, would be done after reaching agreement 
with the country—as a part of the regular process. In other words, 
we would not commit any in advance of appropriation; it would be 
within the total allowed to the executive branch, a general agreement, 
that we would assist over the duration of the project. 

Mr. Davis. How much money would be involved in this technical 
assistance program you just mentioned to Ceylon, for instance? 

Mr. Scorr. Five or six million dollars. 

Mr. Davis. And your agency feels it would not be proper to make a 
definite commitment on that? ‘Is that what I understood you to mean ? 

Mr. Scorr. No, sir; we did commit that fund. It would be improper 
until we are in full agreement with the other country on the uses of 
the fund, and so forth, which we could not get as easily under the 
other process. 

Mr. Gross. You mean it would be improper to tell the Members 
of Congress what the money was to be expended for; is that correct ? 

Mr. Scorr. No, sir. 

Mr. Gross. Now we do not get detailed information as to expendi- 
tures in a lot of countries and I think Ceylon was one concerning 
which the question was raised as to the political situation in Ceylon and 
we were told the information was classified. 

Mr. Scorr. That would be the proposal for next year, I assume. 

Mr. Gross. I am talking about the bill this year, which was pro- 
jected into the next fiscal year. 

Mr. Atexanver. Mr. Scott, on page 9 you say : 

For various valid reasons, there is no formal mechanistic procedure which 
prescribes how, when, or in what detail the relationship of a proposed project to 
United States policy objectives must be demonstrated or documented. 

Now what are those projects ? 

Mr. Scorr. It is difficult to translate, for example, a public health 
project into terms of national policy toward a country except in 
very, very general terms. The factors in the country the conditions in 
the country itself control what type of program you might have—the 
differences between a project for yaws eradication, or malaria eradica- 
tion. A project in education depends very much on the educational 
objectives of the country concerned. 

Mr. ALEXANDER. You mean by that statement that you do not set out 
in black and white your objectives, you do not set down your objectives 
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and the objectives of the project you are trying to work out so that 
we or other people know what they are ‘ 

Mr. Scorr. Each project has an objective, a terminal date, and so 
forth. 

Mr. ALEXANDER. But you say the amount requested you won't set 
out, or how you are going to do it? 

Mr. Scorr. There is no mechanistic means of taking national policy 
and translating it into objectives of a particular project, except in 
very general terms. ; 

Mr. ALEXANDER. You do not object to setting it out in terms; do 
you ¢ 

Mr. Scorr. We do set it out, sir. 

Mr. Gross. I would like to take you back to your statement, Mr. 
Scott, on page 4, where you state, for example: 

Effective February 1, the Office of Trade, Investment, and Monetary Affairs 
was abolished. 

When the functions were abolished by the Administrator of ICA on 
Investment and Monetary Affairs, where did they go, for instance ? 

Mr. Scorr. I said the Office was abolished; not the functions. The 
functions were reassigned. 

Mr. Gross. Within ICA? 

Mr. Scorr. Basically within ICA; yes, sir. And by so changing 
the organization, we were able to save personnel, greatly reduce per- 
sonnel. 

Mr. Gross. Then you reduced your staff. You say you had a total 
staff of 20, and had 8 GS-15’s and above, and you reduced your total 
staff to 16, but you still retained 6 GS—15’s and above; is that correct ? 

Mr. Scorr. That is correct. 

Mr. Gross. That is a lot of GS—15’s and above; is it not? Even with 
your reduction, you have mostly chiefs and a very few Indians; have 
you not? 

Mr. Scorr. I think that is governed by the nature of the type of 
work we do. 

Mr. Gross. That is what I think you have throughout the entire 
ICA. You seem to be well heeled with well-paid employees over 
there—6 GS-15’s and above for 16 employees. I wonder if that is 
equaled anywhere else in the Government. 

Mr. Scorrt. I think the civil service works basically on a classifica- 
tion system, and it does not depend on how much staff anyone has, 
for the grade level which is established for his position. As you know, 
grade levels in each of those positions are subject to audit by the Civil 
Service Commission, and I might mention that the Civil Service Com- 
mission has just finished, just completed, an audit of our operation. 

Mr. Gross. Yes; but we just had the Civil Service Commission be- 
fore this committee and we found out there is an area in which nobody 
seems to be policing management, or managerial positions. : 

Now, I would like to go for a moment to this student-exchange 
business. I understand in the last fiscal year we had about 35,000 
foreign students in this country. | 

Mr. Scorr. I would like to ask Dr. Stokes to speak to that. 

Mr. Stroxes. I understand that is the number of students brought 
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over by all agencies, both public and private, and only about 10,000 
of those are brought over under United States governmental auspices. 
The other 25,000 were brought over under various private programs 
of exchange. 

Mr. Gross. I would have to disagree with your figures according 
to the testimony given to the Appropriations Committee. According 
to the Appropriations Committee report, about 21,000 students were 
brought over by the Government and some 14,000 by private organi- 
zations out of the 35,000. That is the testimony before the Appro- 
priations Committee as to the situation last year. 

Mr. Sroxes. From what source; who gave the testimony ? 

Mr. Gross. I would have to look it up. It was Mr. Riley, whoever 
he is. 

Mr. Sroxes. He is head of the International Exchange Service of 
the State Department. I would yield to him as to that being accurate. 

Mr. Gross. The question was asked by Mr. Rooney— 

What would be your estimate with regard to the number of foreign students 
in the United States on their own or under private auspices? 


And Mr. Riley replied— 

About 35,000. Now the 35,000 includes undergraduates and all types of students. 
About 18,000 of the 35,000 are undergraduates. About 2,500 of them are Chinese 
who are in this country. About 6,000 of them are Canadians and citizens of 
Mexico, and about 14,000 of the 35,000 are studying here completely on their own, 
and not under any type of organized exchange program— 

which would indicate they were supported from private sources or 
their own finances. 

Mr. Sroxes. Yes, sir. 

Mr. Gross. Then you yield to this testimony here; is that right? 

Mr. Sroxes. Yes,sir. I will have to check my own source of figures. 
The ICA brings just about 5,000 to train. 

Mr. Gross. Let us take a student from France who comes to this 
country. The report of our staff indicates it takes about 1 person for 
every 9 students in this country to wet-nurse every foreigner who comes 
to this country in your program. Let us start with the French student 
coming to this country. Tell me what happens to him after he is taken 
to the United Nations. I know that is about the first place he is taken. 
But take him from there and tell me what you do. 

Mr. Sroxes. I can only speak for the ICA program. To begin 
with, we do not bring in undergraduates. We bring in people in gen- 
eral above that level. Usually we bring in people in the middle man- 
agement level, usually people with top-level management capacities. 
Those people, in general, are around 35 years of age. They come here 
for a spot training program, or because of a larger program of tech- 
nical assistance. 

Let me take, for example, a group of industrialists who come over 
to study the productivity methods that have given American industry 
the lead over the rest of the world. There is no training institution, 
no educational institution to which these people can go to be trained 
m a discipline under which they are going to have to work, and we 
would have to make an arrangement with a business firm that can fur- 
nish administrative training and demonstration on the point they 
want to get. Therefore, it means we have to have a staff in Washing- 
ton to maintain contacts with various types of firms all over the 
country. 
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Mr. Gross. What would that staff consist of 

Mr. Sroxes. The number I am afraid I will have to furnish. But 
if you bring over a group of 13 people of this kind representing dif 
ferent aspects of industry in France, or sometimes in several nations, 
the program has to be hi ind tailored for them. Whereas, if we bring 
in an undergraduate to take a degree in American culture, American 
society, there are such courses in existence in the universities, and 
that does not present the same kind of problem. ‘The LCA does not 
handle such programs. Our programs generally have to be hand 
tailored. 

Mr. Gross. These 13 you would get here by boat or plane, and they 
have a person from your department assigned to them ¢ 

Mr. Sroxes. That is correct. 

Mr. Gross. And as long as they stay in this country they have at 
least one or more assigned to them. 

Mr. Sroxes. That is correct. 

Mr. Gross. There could be more than one assigned to them. 

Mr. Sroxes. Quite often, if the group is large enough—sometimes 
we have a group of 25 or 40 people whose interests break down into 
several specialties, so that we have to assign 2 or 3 to each specialty. 

Mr. Gross. So that it runs into quite a bill of expense both as to 
man-hours and money before you get through with them 

Mr. Sroxes. Yes, sir; it does. 

Mr. Gross. But you do not deal with students as such ¢ 

Mr. Strokes. No, sir. 

Mr. Gross. And the ICA is not in any way involved in that 
program ¢ 

Mr. Strokes. No, sir. There are a few, a very small number, where 
special circumstances indicate a little longer training period than a 
year—— 

Mr. Gross. Then you come into the picture; is that right? 

Mr. Srokes. I would say a very, very small percent really do get 
training of more than a year. 

Mr. Gross. How small a percentage? I am trying to get at how 
much overlapping is going on; for instance, what other agency of the 
Government is in this business of bringing foreigners in here to learn 
industrial knowhow? Does the United Nations do some of that? 

Mr. Strokes. Yes, sir; I think the United Nations does. 

Mr. Gross. And I suppose the Defense Department does; they 
bring trainees into this country # 

Mr. Scorr. I think the Defense Department brings in military 
trainees. 

Mr. Gross. How about the State Department ? 

Mr. Stokes. The International Education Exchange, headed by 
Mr. Riley, does bring people in for general engineer training, but 
they approach it more from the academic point of view. 

Mr. Gross. But we do have duplication ? 

Mr. Sroxes. I would not say there is any duplication in bringing 
undergraduates to take more engineering training. We bring engi- 
neers over for periods of 6 weeks to 6 months to study specific processes. 
That would not seem to me to be an overlap. 

Mr. Gross. Does the ICA engage in any way in sending American 
businessmen over to foreign countries? 
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Mr. Sroxes. We have had several cases where we have had business 
management seminars, had a small group of businessmen from this 
country go over as consultants in an ICA program to hold business 
seminars in Europe and elsewhere. 

Mr. Gross. Are they on their own over there, or does the foreign 
country maintain essentially the same wet nurses that you provide 
over here / 

Mr. Sroxes. Generally we have ICA officers in the country. 

Mr. Gross. So we pick up the check both ways? 

Mr. Sroxes. Pretty much. There is always an element of coopera- 
tion in all of the other countries and we are glad if the host country 
makes a contribution. 

Mr. Gross. And we provide representation allowances, hospitality 
allowances, and everything else that goes with it; that I know. 

Mr. Hrnprrson. | would like to ask you to turn to this chart which 
is a part of your presentation, and, although this is a graphic repre- 
sentation, it discloses the only figures we have before this committee. 
I would like to ask a few questions. 

What happened between the period of January 31 and June 30 
which resulted in a rather substantial drop in administrative per- 
sonnel ? 

Mr. Scorr. That was at the time of the organization of the Foreign 
Operations Administration. It consolidated into one agency the In- 
stitute of Inter-American Affairs, the Technical Cooperative Admin- 
istration, the then ECA, and the central headquarters of the mutual 
security program. 

For example, in each of those agencies there was a personnel direc- 
tor. There is now one personnel director. In each of those agencies 
there was a comptroller or similar official who were consolidated into 
this one establishment. At the same time as this major decrease, 
there was a significant cut by the Appropriations Committee in the 
funds available for administrative purposes. 

Mr. Henperson. At what time did that occur? Was that on June 
30, 1953 ¢ 

Mr. Scorr. Yes. 

Mr. Henperson. You are talking about these consolidations, which 
resulted in a definite decrease in manpower. Are they offset by some 
figures that we do not have, which would show that possibly the total 
number of men doing this type of work remained pretty much 
constant ? 

Mr. Scorr. No, sir. 

Mr. Henperson. There was an absolute decrease in the Government 
function ¢ 

Mr. Scorr. That is correct. I would like to mention some of the 
other figures you see in this chart have also been brought about by 
reductions in the program; the elimination of the program in many 
countries of Europe, and the emphasis of the program moving to the 
Far East, into lesser-developed areas of the world. 

Mr. Henperson. As I see it from this chart, you have an overall 

reduction here from 2,750 down to something less than 2 ,000—bet ween 
2,000 and 1,800 on January 31. Now what was the development 
between January 1954 and June 1954 that brought the slight increase ? 
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Mr. Scorr. I think it was a realization that the net effect of this 
big reduction was too deep. At the same time, you see this program 
personnel line going up, resulting from a transfer of the emphasis to 
the Far East. 

Mr. Henverson. In other words, there was a sort of breath catching 
and then starting in with the Far East program ¢ 

Mr. Scorr. I think that is correct. 

Mr. Henpverson. I would like to take each one of these little steps 
in any significant plan between June 30, 1954, and January 31 which 
resulted in the increase to about 2,100. 

Mr. Scorr. I think it is an adjustment to the type of program. 

Mr. Henperson. And then on up to June 30, 1955. You have an 
increase from January to June. 

Mr. Scorr. I think that is a continuation of the same thing. 

Mr. Henperson. You have a marked slump from June 30 down 
to January 1956. What brought that about? 

Mr. Scorr. That is an acceleration in our movement out of Europe. 

Mr. Henperson. And then this period of the last half of the fiscal 
vear: What can you tell us about the period between April 30 and 
the present? Do you have anything to show the curve was different ? 

Mr. Scorr. I should say the difference betw een January 31 and the 
slight decrease there is a planned decrease. It is planned to suit the 
program. Our request for funds for fiscal year 1957 was again 
slightly reduced in positions. 

Mr. Henperson. In other words, if we project this into the future, 
as near as you can tell us, are we going to have an increase or a de- 
crease ¢ 

Mr. Scorr. I would think it would stay approximately across the 
line of 2,000. It would depend on our ability to recruit. 

Mr. Henperson. I notice we are talking only about United States 
nationals; in talking about the administrative personnel, we are talk- 
ing about United States nationals only ? 

Mr. Scorr. Yes, sir. 

Mr. Henperson. Are there any others, non-United States nationals, 
that would be included as administrative personnel ¢ 

Mr. Scorr. Yes; there are locals. I can give you the figures on 
those for similar dates. Those are all in the field. Foreign nationals, 
as of January 1953, 1,664 administrative; as of April 30, 1956, there 
were 998. 

Mr. Henverson. A net reduction of what? 500? 

Mr. Scorr. About 670. 

Mr. Henperson. Now on this program personnel: Has any of the 
work the administrative personnel were doing been taken over by 
what you designate as being program personnel ? 

Mr. Scorr. No, sir. There have been some cases of wrong alloca- 
tions by our field missions to one or the other. We correct those as 
soon as we can. I think the committee staff reported on the fact we 
do go to great lengths to make sure that the personnel in the field are 
alloc: ated to the right job budget. That works both ways. Sometimes 
in one of our missions they might be charged to programs where they 
should be charged to administration, or they might be charged to 
administration where they should be charged to programs. We 
correct those as soon as we can. These things are audited, of course, 
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by the General Accounting Office. The general field program, as you 
see, has been going up. This is influenc ed by the type of program we 
are operating; the difference between the European program where 
a high degree of know-how and specialization in the country was 
present and much of the work of engineering, and so forth, was done 
by the other government, and countries where our major expense 
today such as in Korea, Vietnam, Laos, and Cambodia, where it is nec- 
esary to supply technical knowledge in much greater degree. It is the 
type of program we are now operating compared to the European 
recovery program, which was quite a different thing. 

Mr. Henperson. Turning for a moment to "3 survey prepared by 
the staff of this subcommittee, to pages 4 and 5, I am never able to get 
figures which exactly jibe with each other, and I would like to ask you 
where this figure of 1,575 appears on the chart you have presented 
at the Washington office. Does it appear at all / 

Mr. Scorr. It does not, sir. 

Mr. Henperson. Would it be included in the heavy black line, the 
dotted line, or both ? 

Mr. Scorr. Both. 

Mr. Henperson. And then the United States nationals otherwise 
would be included in both lines / 

Mr. Scorr. That is true. 

Mr. Henverson. The only thing we do not have, then, on this chart 
is this figure of 3,500 foreign nationals: is that correct ¢ 

Mr. Scorr. Yes. 

Mr. Henperson. Turning to page 5 there is a statement I would 
like to ask about: 

* * * The Bureau of the Budget has experienced difficulty in arriving at a 
precise distinction between program and administrative personnel. Attempts to 
maintain a clear distinction in the overseas missions has generated a heavy 
workload. It would, therefore, appear advisable for Congress to eliminate this 
by placing a ceiling on the total number that can be employed in Washington. 
This would discourage the tendency to overorganize and to indulge in multiple 
reviews of action papers. 

Do you think that action by Congress would be advisable ? 

Mr. Scorr. No, sir, I do not. I do not believe it would be in the 
best interests of the United States. 

Mr. Henperson. Would you care to enlarge on that and tell us why ? 

Mr. Scorr. I would refer to Dr. Stokes’ testimony as one example— 
the impact of the type and number of trainees we bring into this 
country does vary very much from year to year in general character 
and the degree and type of training and assistance that must be given 
to the exchange people. And I think it would be very difficult to plan 
that as far ahead as 18 months to 2 years in advance. The total num- 
ber of personnel operating in Washington on program funds in ICA 
is not very large. I do not think there has been any marked increase, 
except a percentage increase. ‘The increase is commensurate with the 
increase In program personnel who have been sent to the field. 

Mr. Hlenperson. One final question, and I think this is probably a 
very a question to answer; but, if you have a partial answer it 
may be helpful to this committee. Probably the work of the ICA 
is entirely different from the work of any other agency of the Govern- 
ment, but do you have any rule of thumb; do you have any way of 
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figuring out how many people you are going to need in a given period 
of time? What is going to determine that for you? Do you have 
any rule of thumb of how many people you need in a certain country 
to begin a program ? 

Mr. Scorr. Yes, wedo. Itis not exactly a rule of thumb. I should 
say it is based on experience and is included in the presentation we 
develop. In other words, our operations in general may vary maybe 
15 percent from what we are able to plan. The number of technicians 
we plan to send to the field is developed in advance according to the 
projects. Technicians needed to give assistance to a country in one 
of their difficulties, perhaps in agriculture, or in the eradication of 
a disease which is debilitating to the work force of the country and 
thus affects the economy in general, are estimated and the requests 
that go to committees of Congress cover the number of technicians 
estimated to be sent to the field with the funds which they propose. 

Mr. Henperson. I did not mean to get into any particular function 
of ICA, but I would like to suggest something as an example in 
order to find out how much of our own money is being used and how 
much cooperation we are getting from the countries we are trying 
to help. 

Let us take, for example, the eradicaton of a disease, whether an 
animal disease or a disease that affects mankind. At what point do 
you get local cooperation without expense to the United States, let 
us say, in a certain animal disease, or is it all American money that 
is involved to help eliminate the disease ? 

Mr. Scorr. That would be a technical assistance project and all of 
those projects include funds contributed by the other government. 
In many of the countries the proportion of the United States assist- 
ance is much less than the local funds provided by the other govern- 
ment. I think over the years that has been particularly true in Latin 
America, where our contributions, I understand, to some countries 
started out some 10 years ago as approximately 85 to 95 percent of 
the total cooperative program; but today, in many of those countries 
where our contribution was at that figure, it has been reduced to 10 
or 11 percent. 

Mr. Davis. How much of that is counterpart funds? Were you 
referring to counterpart money / 

Mr. Scorr. I was not referring to counterpart that resulted from 
United States financial assistance. This would be local currencies pro- 
vided directly by the other government, either in currency or kind. 

Mr. Davis. That would still be United States money, however ? 

Mr. Scorr. No, sir. 

Mr. Davis. What are counterpart funds? 

Mr. Scorr. “Counterpart funds” is a technical term which in the 
usual sense means local currencies that are derived from the sale of 
United States commodities. 

Mr. Davis. That we have given to them ? 

Mr. Scorr. That we have given to the country. 

Mr. Davis. You say that is not United States money / 

Mr. Scorr. That is not the kind referred to as counterpart. funds. 

Mr. Davis. It would not be that unless we had given it to them; 
counterpart funds would not be there except as a result of some- 
thing we had previously given them and they later sold. 
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Mr. Scorr. That is right. 

Mr. Davis. Then it is not their own money; it is a money. 

Mr. Scorr. No. I am not making myself clear. In most of those 
countries, particularly Latin America, there are a number of tech- 
nical-assistance programs, and there are no counterpart funds. 

Mr. Davis. That is what I am asking; where there are counterpart 
funds, in the long run that is the same as American money. 

Mr. Scorr. Where they are counterpart funds, that is correct. 

Mr. Davis. How much of that is counterpart funds and how much 
is actual contributions by the country ? 

Mr. Scorr. In the technical-assistance program, it is contributions 
by the other government. 

Mr. Davis. And no counterpart funds are involved ? 

Mr. Scorr. Not in the sae I am speaking of. The other gov- 
ernment does contribute funds derived from its own sources to the 
technical assistance program. 

Mr. Davis. What part do they contribute, then, in .counterpart 
funds? 

Mr. Scorr. The counterpart funds would be utilized for develop- 
mental projects, perhaps for continuation of a technical-assistance 
project after it left the field of pure technical assistance which is 
basically providing know-how. After we provided the know-how, 
they might use their counterpart funds to carry on the project. If 
we taught them how to spray for malaria, it is possible in some coun- 
try that counterpart funds would then be used for a major program 
in eradication of the disease. 

Mr. Gross. Or, in the case of Great Britain, to retire their debt. 

Mr. Davis. Mr. Johansen, do you have any questions? 

Mr. Jouansen. Yes. This relates only to manpower utilization. 
I bring that up because reference is made to that in the statement, 
and I am interested in technical assistance. I am interested to know 
what other types of economic assistance are involved in programs 
you administer, and I have particularly in mind a statement you made 

earlier that your people over in a given country meet with their own 
people or some group to which local groups submit plans for a par- 
ticular project: in other words, a request for assistance. What types 
of assistance are they and what types of requests may be made? 

What I am e and this is absurd, of course—if some 
day some other country were carrying out this program in relation to 
the United States, what sort of thing’ would our people be asking for? 

Mr. Scorr. The request might be “made for assistance in prov viding 
for a fertilizer factory 

Mr. JoHansen. You mean providing the money to build it? 

Mr. Scorr. Providing the money necessary for the dollar expendi- 
ture portion of the fertilizer factory cost. That would mean basically 
the equipment, the engineering know-how in many countries; the 
supervision of construction; training the personnel to operate it. I 
think that would cover it. 

Mr. JonHansen. I notice on page 9 in what you call “instructions to 
overseas missions,” it looks to me as if the instructions consist pri- 
marily of questions, and some of those questions we Members of Con- 
gress have been waiting a long time to see the answers to. 

Very frankly, please understand I am not holding you personally re- 
sponsible for some things which in part, at least, I regard as iniquitous, 
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but why do we propose a mutual-security program to a given country? 
Are those questions the answers to which are to be provided by your 
missions to you people in Washington’ Is that the import of what I 
tind at the bottom of page 9? 

Mr. Scorr. That is correct. 

Mr. JoHANSEN. In other words, it amounts to the fact Congress has 
adopted a program and then we go over to a given country and ask 
them to justify or secure proposals for spending money, or carrying 
out the program the justification for which is after the fact? 

Mr. Scorr. This is in advance of appropriation; this is before the 
submission to Congress. The exhibits and the answers to those ques- 
tions are included in the document that we submit. 

Mr. JoHansen. Do we go hunting for reasons to justify a request to 
Congress ¢ 

Mr. Scorr. I do not think that is the correct way of stating it. I 
think the recommendations from the field are utilized here in Wash 
iugton in considering the overall world situation. 

Mr. Jowansen. Please understand I am not exempting some of my 
colleagues in Congress who voted for this thing; but the fact is that 
we are committed to a program of foreign aid that, at least based on 
precedent, we are going to be giving next year. That is the assump- 
tion. So, in actually soliciting a specific request, you go to the field 
and ask these countries for a justification of the request on the basis of 
what can we do in Pakistan, or what can we do in Cambodia. 

Mr. Davis. Will you yield at that point? 

Mr. JOHANSEN. Yes. 

Mr. Davis. Mr. Ellis wanted to make an observation. 

Mr. Exuis. I want to pick up that point on the question of solicit- 
ing projects. I refer particularly to the statement on the first page 
about the inaccurac y of the subcommittee’s findings “particularly the 
one which relates to the relationship between national policies and 
specific field projects.” We made the findings in this study based on 
discussions with all of the top people in IC "A, with the e xception of 
Mr. Hollister. This report was submitted twice to the staff of the 
ICA for review before it was printed; therefore, there were discus- 
sions on this point and nothing was brought out that caused us to 
change this finding. 

The reason we went into this was from the manpower standpoint. 
I think you stated you are trying to cut down on. the workload, the 
number of reviews as much as possible, and the need for manpower. 
Now it was our feeling that many of the projects or perhaps the sub- 
mission of all of them could be eliminated if there were adequate guid- 
ance going out to the field in the first place, and you state over here 
on page 11: 

We freely admit, however, that we have a great deal to learn, and much more 

can and should be done, in terms of developing and recording more precise, 
quantitative objectives by fields of activity. 
In other words, vou agree with us; but now in the refutation of our 
findings you quote part of the detailed program of instruction trans- 
mitted to our overseas missions as proof that you do have stated ob- 
jectives. Your statement under “Objectives” starts off with “W hy 
do we have or propose a mutual-security program ?” 

Now it would seem if you had more substantive guidance going out 
to them, instead of trying to find out “why you have a mutual-security 
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program,” it would give them a better basis for developing their 


projects. Such a proc ‘edure would call for a lesser volume of work and 
perhaps less screening in Washington, which would reduce the man- 
power demand, or he ‘Ip the manpower situation. 

So it isa little ‘iff ‘ult for me to see where we have been inaccurate 
in our findings that there was a lack of guidance and tie-in between 
your policy and statement of objectives. 


Mr. Davis. In other words, instead of being a guidance program, 


this is answers to questions 4 


Mr. Exuts. Yes, sir. 


Mr. Jonansen. And I think it accounts for the fact I am not unfair 


in saying it isa solicitation of projects. 

Now may I proceed to one other line of questioning? I mention 

this for two reasons: One, because I have a personal concern with 
respect to my own responsibility as a Member of Congress, and the 
other because it has a bearing on our efforts to get information in this 
committee. 

On this matter of classified information, there are certain countries 
listed in the proposed appropriations for fiscal 1957 where you list 
the amount of foreign economic aid proposed to those countries, and 
there are other countries in which it is classified. Why is it that it 
is classified with respect, say, to Egypt, Israel, or Lebanon, or some 
of the other specific countries, and yet is not classified with respect 
to others? What is the basis of selection as between open information 
and complete classification ? 

Mr. Scorr. It is basically a political Judgment exercised by the 
executive branch. I mean the political situation vis-a-vis the other 
country; the relations of the United States with the other countries. 

Mr. Jowansen. Or would they relate at all to reactions there might 
be politically within this country with respect to certain groups who 
have a special interest in some of those countries ? 

Mr. Scorr. No, sir. 

Mr. Davis. Are there any further questions ? 

Mr. Gross. I note you have a Deputy Director for Mutual Defense 
Control and then in parenthesis “Battle Act”; and you have a staff 
of 24. 

Mr. Scorr. Yes, sir. 

Mr. Gross. Can you tell me when any sanctions or penalties were 
ever applied for violation of the Battle Act? What do these 24 em- 
ployees headed by a Deputy Director do? 

Mr. Scorr. They administer the control features of the Battle Act. 

Mr. Gross. Again I ask the question, Can you tell me when any 
penalties or sanctions have ever been applied with respect to the Battle 
Act? 

Mr. Scorr. I would have to supply them for the record. 

Mr. Gross. And I do not think you will find them: because by 
Executive decision the Battle Act has become a dead letter in the law. 
This is another activity set up in the ICA that is just so much boon- 
doggling. 

Tfow long have you been with the ICA ? 

Mr. Scorr. For 11 months. 

Mr. Gross. So you were not there when Averell Harriman built 
the 200 outdoor toilets on the edge of a jungle in the Philippine 


Islands? 
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Mr. Scorr. No; I was not. 

Mr. Gross. And you do not know how much money it took to pro- 
vide a technical expert to build those outdoor toilets 

Mr. Scorr. No, sir. 

Mr. Avexanper. Is there any reason why you would have each 
department located in a separate building in Washington ? 

Mr. Scorr. Iam not sure I understand your question. 

Mr. AtexaNnper. On page 4 of the report it states there are § build 
ings, I believe; that the Washington office is scattered in 8 locations. 

Mr. Scorr. That is one of the most trying things we have to face 
in operating this agency efficiently and with adequate control of the 
manpower. It is something over which we do not exercise control 
ourselves, as the report indicates. 

Mr. Avtexanper. | am not critical; I am trying to find out why they 
are located inthat way. Is it for security reasons / 

Mr. Scorr. No, sir; it is because of there not being adequate Gov 
ernment space in Washington to house us in one location. We under 
stand we will be adequately provided for in the future in the new 
State Department Building which Congress has authorized — for. 
However, that is not to be completed for approxim: itely 3 yea 

Mr. JoHANSEN. Does that imply that this agency is to be a os rma- 
nent agency of the Federal Government ? 

Mr. Scorr. It does not imply that, sir. 

Mr. JoHANsEN. Well, that is rather reassuring. 

Mr. Auexanper. That is all. 

Mr. Davis. Mr. Scott, we thank you very much for coming and for 
the information you have given us, and our staff will be in communi 
cation with you Thank you very much. 

The subcommittee will adjourn now until 10 o’clock next Monday. 

(There follows additional information submitted for the record of 
these hearings by the International Cooperation Administration :) 

INTERNATIONAL COOPERATION ADMINISTRATION, 
Washington, D. C., July 11, 1956. 
Hon. JAmMeEs C. Davis, 
Chairman, Subcommittee on Manpower Utilization and Departmental 


Personnel Management of the Committee on Post Office and Civil Service, 
House of Representatives, Washington, D. ( 

DeAR Mr. CHAIRMAN: We are returning enclosed the transcript of the testi- 
mony before your subcommittee on Wednesday, June 27, 1956, relating to ou 
agency’s utilization of manpower. In the interest of clarity, we have taken the 
liberty of making some minor editorial corrections at various points throughout 
the transcript. 

To complete the record of the subject hearing, we are also enclosing the follow 
ing statements which we undertook to furnish to your subcommittee: 

Attachment A—-ICA staff report on program implementation policies and 
procedures. 

Attachment B—Data regarding participants trained under the ICA pro- 
gram. 

Attachment C—Application of the Battle Act 

I again wish to express my thanks to you and the subcommittee members and 
staff for the courtesies extended to me and the other ICA representatives who 
participated in your subcommittee’s study and hearing. 

Sincerely yours, 
W. K. Scorrt, 
Deputy Director for Management 
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BLUEPRINT POLICIES AND PROCEDURES ; 


Report to John B. Hollister, Director, International Cooperation Administration, 
from J. Carney Howell, Deputy Controller 


INTRODUCTION 


Pursuant to your instructions of March 26, 1956, I have undertaken during 
the past month to review our blueprint policies and procedures, for the purpose 
of appraising their effectiveness in meeting the requirements for which they 
were designed. I have given particular attention to the questions raised in 
Mr. Scott’s memorandum to you of March 26, in which he recommended that 
the study be made. (See appendix A.) 

In making the study, I have consulted regularly and at length with senior 
officials of the agency, representing the points of view of field missions, the 
regional offices, the technical-service offices, the management offices and the 
Deputy Director for Program and Planning. (See appendix B.) The conclu- 
sions reached and recommendations made herein have all resulted from joint 
consideration of the problems involved and have only been finalized after care- 
fully considering all divergent points of view. In most instances, my conclu- 
sions and recommendations reflect substantial agreement among those who have 
worked with me, but I have not obtained, nor would it have been possible to 
obtain, unanimous concurrence on either all points of substance or the precise 
wording of this report. I have attempted, however, in appendix C, to indicate 
fully the considerations which have led to each of my recommendations when 
such considerations are not fully covered in the section of this report setting 
forth my conclusions, and in connection therewith, to indicate any major diver- 
gence of views among those with whom I have consulted. 


SCOPE OF STUDY 


The term “blueprint” has never been precisely defined, nor has there been 
any specific identification of those existing agency policy statements or pro- 
cedural issuances which comprise blueprint. However, for purpose of this study 
blueprint is defined as the body of policies and procedures (for the most part 
reflected in manual orders) which govern the implementation of ICA programs 
from the time such programs have been approved for implementation and funds 
have been allotted therefor, until all documents have been issued necessary 
to initiate actions required to implement such programs. It does not include 
the program development, submission and approval processes of the agency, 
although those processes are, or at least should be, related to and consistent 
with the processes prescribed for implementation of programs. 

The policies and procedures covered by this definition include some 38 manual 
orders involving 253 printed pages of detailed procedural instructions. This body 
of procedures falls into four broad areas. The first are those procedural issu- 
ances which define the two main categories into which we have divided our 
assistance prograins for the purpose of establishing uniform methods of imple 
mentation, i. e., project and nonproject assistance. The second consists of 
procedures prescribed for the detailed planning and documentation of projects 
(the PPA process) after broad project assistance programs have been approved. 
The third prescribes the procedures and documentation involved in the actual 
implomentation of projects after their detailed planning has been completed 
(the PIO process). The fourth prescribes the procedures for implementation 
of nonproject assistance (the PA process). 

During the course of the study, I have reviewed all of these procedural areas, 
although major emphasis has been placed on our project procedures, since they 
are the most involved. It has not been possible, however, in the time available 
to review in detail the precise wording of all the 253 pages of procedural instruc- 
tions. My recommendations, therefore, include suggestions for further review 
in certain procedural areas which I have not been able to cover in detail. I 
have attempted, however, to reach definitive conclusions on the major issues 
involved: and even in those areas where further review is suggested I have 
indicated the direction and purpose of such further study. 

During the course of the study, it became quickly apparent that some of the 
problems of program implementation which have been most troublesome, par- 
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ticularly to our field missions, have been only indirectly, if at all, related to our 
blueprint procedures. Rather, they are related to the organizational structure 
of ICA/W and to the dispersion within that structure of both responsibility and 
authority for reaching decisions and effecting necessary Washington actions. 
Some of them, nevertheless, are of such significance and were the subject of so 
much discussion within the group which worked with me that I feel they deserve 
comment, even though, strictly speaking, they are outside my terms of reference. 
They are, therefore, treated in subsequent sections of this report. 


CONCLUSIONS 


1. Blueprint procedures are basically sound 

The economic-assistance segment of the mutual-security program administered 
by ICA to which blueprint applies is in itself a complex program. It involves the 
obligation of more than $1 billion annually in some 50 country programs, involves 
the planning and execution annually of more than 2,000 separately identifiable 
projects, and the completion of many thousands of individual transactions requir- 
ing coordinated action by the field missions and elements of the Washington 
headquarters. In total, it represents a significant portion of the Federal budget 
and is a source of constant concern to the public and the Congress. It must be 
administered carefully even in its details if it is to achieve its maximum effect. 

The procedures necessary to insure this kind of administration must them- 
selves by the very nature of the program involve considerable complexity and, 
therefore, cannot be condemned on this ground alone. Blueprint was designed 
to provide a uniform body of policies and procedures covering the implementation 
of similar activities throughout the world. It was designed to insure careful 
planning of project activities prior to commitment of large sums of money for 
the implementation of such projects and to provide orderly procedures for obtain- 
ing appropriate technical and policy judgments with respect to such projects. 
It was designed to provide flexibility to meet unusual or emergency situations 
and to be adaptable either to a policy of centralized control of project imple- 
mentation or broad decentralization of authority to field Mission Directors. 
Finally, it was designed to provide both Mission Directors and ICA/W in an 
orderly way with information essential to the management and evaluation of 
country and worldwide programs. 

My review has revealed no major flaws in the basic concepts of blueprint. 
During the course of this review, many suggestions for changes in the proce- 
dures have been received, but there have been no suggestions that an entirely 
new body of procedures should be developed. This is not to say, however, that 
the procedures need no modification, as it is believed that the recommendations 
made in subsequent sections of this report, if adopted, will materially accelerate 
program implementation, reduce unproductive workload, and eliminate much of 
the existing criticism of the procedures without detracting from their effec- 
tiveness. 

2. There is insufficient coordination between the program development, review, 
and approval process which is not covered by blueprint and the program 
implementation process to which blueprint relates 


The program development, review, and approval process is a long and laborious 
ohe, involving a substantial portion of the time and attention of both field 
missions and Washington elements of ICA. It results in the development and 
submission to Washington by the field missions of voluminous detailed data 
relating to country programs and project components thereof. Typically, at 
least for the larger country programs, in the past, a submission has been 
made in the fall for the Bureau of the Budget Review: another, or a refinement 
of the first, in January or February for congressional presentation purposes: 
and a third after congressional action for operational program approval. Un- 
fortunately, however, little or no attempt has been made by ICA/W to adapt 
these submissions to its requirements for the review of projects from a technical 
standpoint. As a result, during the current fiscal year, at least, ICA/W has 
required a further submission of detailed project plans (PPA’s) under blue- 
print procedures before authorizing field missions to proceed with project imple- 
mentation. This process has resulted in many instances in essentially dupli- 
cate work on the part of field missions and a significant delay in the initiation 
of projects. (See recommendations Nos. 1 and 2 
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3. Delays in implementation of programs sometimes attributed to the blueprint 
procedures in fact often result from organizational problems in ICA/W. 
This is perhaps the most serious single problem with respect to ICA/W’s 
role in the implementation of approved programs 

Blueprint procedures insofar as they relate to ICA/W review and action 
necessarily are designed to accomodate the processing of documents in accord- 
ance with the ICA/W organizational pattern. Unfortunately, however, neither 
blueprint procedures, nor other agency policy and procedural guides, provide 
adequate channels for reaching decisions below the level of the Director, where 
two or more coordinate elements of the Washington organization are involved. 

The blueprint procedures indicate clearly enough with respect to each process 
those organizational units which have primary action responsibility and those 
which have review or advisory responsibility. They do not, however, provide 
guidance as to how differences of opinion are to be resolved, nor do they place 
any clear overall responsibility on any single organizational unit for assuring 
responsibility for achieving coordinated Washington action on a given program 
or project. This condition encourages inaction in Washington and frustration in 
the field. It is the one point on which Mission Directors seem unanimously 

agreed. (See recommendation No. 3.) 


‘ 


;. The blueprint principle of establishing separate procedures for handling proj- 
ect and nonproject assistance is sound, but the definition of “project” and 
“nonproject” assistance should be clarified 

“Project” and “nonproject” assistance are defined in the blueprint procedures 
(Manual Order 1051.1) as follows: 

“Project-type assistance Comprises all activities of FOA which are primarily 
designed to assist cooperating countries directly in the development or accom- 
plishment of specific undertakings or enterprises. It is distinguished from non- 
project assistance, which is primarily designed to accomplish the transfer of 
resources from the United States to a cooperating country to meet broad eco- 
nomic or defense support needs, and from special program assistance. 

“A project is defined, for the purposes of this order, as any activity or closely 
interrelated group of activities (@) which is designed to accomplish a specific 
limited and defined objective; (0) which has been or will be mutually developed 
and agreed upon by FOA and the cooperating country; (c) which requires 
FOA financing of goods and/or services specifically needed for its accomplish- 
ment; (d) the sequence of actions and requirements of which can be projected 
in reasonable detail at one time; and (€) implementation of which can be wholly 
or almost initiated within 6 months of the time an agreement between FOA 
and the cooperating country is executed.” 

The procedures properly provide for much greater degree of detailed planning 
and control of projects than in the handling of nonproject assistance. In the 
case of the former category, the accomplishment of a specific undertaking and 
the achievement of a defined objective normally requires extreme care in de- 
termining when, how, and what kind of resources will be devoted by ICA to 
the project, as well as technical guidance or assistance to insure that the desired 
objective is achieved. In the case of the latter category of assistance, ICA’s 
eoncern is largely limited to the determination of how much of its resources 
will be devoted to a particular assistance program. 

There are instances, however, when a particular aid activity has character- 
istics of both project and nonproject assistance. That is, it meets the criteria 
for project assistance in that it results in the accomplishment of a specific, 
identifiable, and desirable physical objective, though this may be only incidental 
to the main purpose of transferring resources for budgetary support or local 
currency generation purposes. In the absence of clearer definitions, the classi- 
fication of these gray areas activities has been troublesome, and not always 
consistent. (See recommendation No. 4.) 


5. The most important defect in blueprint project procedures, as they have been 
administered in fiscal year 1956, has been overcentralization in ICA/W of 
detailed review and control of both project planning and project implementa- 
tion 

The blueprint procedures relating to project assistance as originally conceived 
were intended to provide a mechanism for varying degrees of decentralization 
of authority to field missions to proceed independently of Washington review with 
detailed project planning and implementation. They contemplated that except 
with respect to large or technically highly complicated projects, ICA/W’s role, 
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once a project had been approved in the program formulation and approval 
process, would be largely one of servicing field missions with advice and assist 
ance as requested. The NFCR technique (no further clearance required by 
ICA/W after program approval) Was expected to be utilized broadly. 

In practice, this philosophy of operation has not been followed in fiscal year 
1956. This has resulted partially from lack of adequate provision of a procedural 
mechanism to obtain positive decisions in ICA/W as to which projects will be 
NFCR’d and which will not. It has resulted partially from lack of common 
agreement in Washington as to what our overall policy should be with respect 
to decentralization of authority to field missions. Finally, it has resulted in 
part from specific provisions in various procedural issuances which tend to en- 
courage ICA/W personnel handling field service requests (project implementa- 
tion orders) to audit, modify, or otherwise impose their own judgment over 
that of field medical directors. (See recommendations Nos. 5, 6, and 7.) 


6. Blueprint procedures in some respects require unnecessary documentation, 
or excessive distribution and handling of essential documents 

Generally speaking, the documentation required under blueprint procedures is 
not excessive. Instances were found, however, where documentation currently 
required can be eliminated, or where the distribution and handling of documents 
can be reduced. This condition is reflected in the following cases: 

(a) In certain instances two documents (an Airpar and a PIO/T) containing 
essentially the same information are required to initiate the recruitment of United 
States Government technicians. 

(b) A document initiated by a field mission requesting ICA/W to negotiate 
a technical service contract (the PIO/T) is reissued after review by ICA/W, 
although such reissuance in no way affects the action which would otherwise 
be taken in the implementation process. 

(c) The action copy of Airpars, the principal document used to initiate recruit- 
ment of technicians, is routed to and reviewed by the related technical service 
office prior to referral to the Office of Personnel, although the technical service 
office has no clear action responsibility therefor. 

(d) Information copies of various documents are distributed to numerous 
organizational units in ICA/W which have only marginal, if any, real need 
for or interest in such copies. 

(€) Required or recommended signatures of host country representatives on 
various project documents are extensive and in certain instances could well be 
reduced. For example, the procedures now contemplate host-country signatures 
on both PPA’s (project proposal and approval forms) and on project agreements, 
whereas a signature on the project agreement alone would serve equally as well 
to indicate the country’s desire for and agreement to the. project. 

Specific recommendations designed to reduce excessive documentation are in- 
cluded in subsequent sections of this report. (See recommendations Nos. 8, 9 
10, 11, 12, and 13.) 


7. Blueprint procedures are unnecessarily restrictive with respect to the issuance 
of project implementation orders for the procurement of commodities 

The present procedures provide that after a project has been approved and a 
PPA issued, procurement of necessary commodities may be effected in several 
different ways through the issuance of an appropriate project implementation 
order (PIO/C). All PIO/C’s for the procurement of agricultural commodities 
(except for emergency procurement of not more than $1,500 per mission per 
annum) must be submitted to ICA/W for approval and final issuance. PIO/C’s 
for other commodities may be finally issued by the field missions without refer- 
ence to ICA/W without limit if such procurement is to be handled through co- 
operating country channels. They may be issued without Washington concur- 
rence within a limit of $25,000 for an individual order for procurement to be 
undertaken directly by the mission itself. They may be issued without ICA/W 
review without limit to the Department of Commerce for certain procurement 
in which it has specialized technical competence. They may be issued directly 
without ICA/W review to the General Services Administration within a maxi- 
mum limit of $5,000 for any individual PIO/C, All other procurement through 
United States Government channels requires the submission of a PIO/C to 
ICA/W for approval and final issuance. 

The majority of United States Government procurement is handled through 
General Services Administration channels, but because of the $5,000 limitation 
in the direct submission of PIO/C’s to GSA, a large proportion of proposed pro- 
curement through GSA channels must pass through the ICA/W review and proe- 
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essing mechanism. Experience has indicated that the direct submission of 
P1O/C’s to General Services Administration has been satisfactory. Removal of 
the $5,000 limitation would eliminate a significant ICA/W workload and would 
expedite the procurement process. The limitation should be removed. (See 
recommendation No. 14.) 


8. Blueprint procedures with respect to the authority of field missions to deviate 
in the implementation of projects from the data, set forth in issued PPA’s, 
and with respect to the issuance of amendments to approved PPA’s, are 
unnecessarily restrictive 

The flexibility provided in blueprint procedures for deviation in the imple- 
mentation of projects from the data set forth in previously issued PPA’s is 
limited, particularly for small-value projects, and frequently results in unneces- 
sary delays while awaiting ICA/W approval of PPA amendments. Many amend- 
ments required under the procedures do not reflect any material deviation in the 
substance of the approved project, serve no essential purpose, and therefore, con- 
stitute an unnecessary burden. Furthermore, existing procedural instructions 
covering flexibility and PPA amendment requirements lack clarity, with the 
result that field missions frequently do not even take advantage of the latitude 
which the procedures contemplate. 

The procedures presently require that a PPA shall be amended and the 
amended project approved by ICA/W before implementation whenever during 
the course of implementation any change of more than 15 percent occurs in 
total ICA or host country financing, or in any of the individual elements of 
project costs, that is, United States technicians, participants, contract services, 
commodities, or other costs. Amendments are also required to reflect devia- 
tions of more than 20 percent in the commodity requirements for each commodity 
code listed in the PPA. The application of these requirements with respect 
to 2,233 PPA’s issued in fiscal year 1955 resulted in the subsequent issuance of 
886 individual amendments. Most of these amendments reflected no important 
substantive change in the projects. (See recommendation No. 15.) 


9. The blueprint procedures for obtaining ICA/W approval of contributions to 
cooperative services (cooperating service proposal and approval procedure) 
should be modified to permit the negotiation with host countries of joint 
agreements on annual contributions to cooperative services prior to the 
development of project plans in PPA detail 

In Latin America, and in a few other countries, a significant proportion of 
our technical cooperation programs are carried on through the use of the Ser- 
vicio or Cooperative Service technique. In countries where this technique is 
used, contributions are made by both ICA and the host countries to a joint 
fund to be jointly managed for the financing of agreed upon technical coopera- 
tion projects. Before individual projects can be developed in detail, and jointly 
approved, it is of course necessary to know that the Cooperative Service con- 
cerned will be able to provide the necessary financing. Our present precedures 
require that before ICA/W will approve a Cooperative Service contribution 
agreement through the issuance of a CSPA, substantially all of the projects 
to be financed in whole or in part by a Cooperative Service must also be approved 
in detail through the issuance of PPA’s. This procedure, in effect, means in 
any given year substantially all projects in a country program must be developed 
in precise detail before any of them can be undertaken. Procedures should be 
modified to enable field missions to negotiate Cooperative Service contribution 
agreements promptly after an operational country program has been approved 
by ICA/W, in order that they may proceed in a more orderly way in the develop- 
ment and implementation of individual projects. 

This modification in the procedures would make less difficult the negotiation 
of contribution agreements, particularly in those countries where the host 
country’s fiscal year does not coincide with our own fiscal year, and would en- 
courage more careful planning of individual projects. It would not materially 
affect ICA control of program funds, since no expenditures can be made from 
Cooperative Service accounts without the approval of the ICA Mission Director, 
or his designee. (See recommendation No. 16.) 

10. Blueprint project procedures do not provide adequately for the documenta- 
tion and review of future year requirements of projects initiated in one 
year which will require additional financing in subsequent years 

Seventy-five percent or more of ICA projects as presently financed are in some 
respects continuing in nature, and for completion will require financing in one 
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of or more future years. In many instances, such future financing ay be only for 
of United States technician costs which under existing Obligation eon, epts can only 
uld be obligated 1 fiscal year ata time. In other instances, completion of the project 
ee may involve training or other cost elements w hich should not under our Obligation 
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project is initiated, Nevertheless, 


and appraised at the time the project is initiated, 
ute Since the initiation of the project implies our tacit intention te Complete it 
Us, though we may not hecessarily be obligated to do SO. Our present blueprint 
we documentation does not provide adequately for the anticipation and review of 
these future Costs at the time the project. is approved. (See recommendation 
le- No. 17.) 
ag 11. Blueprint procedures do not include ad quate policy guidance us to the extent 
1 to which projects should be comple tely financed Jrom funds available at the 
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‘ssary because of fund availability problems. 
nevertheless, tend to make our polic 


‘ies hard to explain, and in 
where we do only partial financing 


increase the burden of 
Nnancial Planning. (See recommendation No. 18.) 
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As a practical matter, ICA does not assure itself that the 50-50 shipping pro- 
vision incorporated in each PA or PIO is complied with, since no audit on this 
basis has been undertaken by the Office of Transportation. 

Prior to the etsablishment of the current blueprint procedures, the 50-50 
shipping provisions were administered on a country-by-country time-period basis. 
A return to the system would give aid recipients more flexibility in their shipping 
arrangements, enable more ready check of compliance with our regulations, and 
reduce the necessity for ad hoc consideration of waivers thereunder. (See rec- 
ommendation No, 19.) 


13. Existing blueprint procedures require clarification as to their application to 
host-country-owned counterpart and amplification with respect to United 
States-owned local currencies 

ICA procedural instructions relative to the programing and release of host- 
country-owned counterpart are incomplete. In the absence of adequate instruc- 
tions, some ICA missions have attempted to adapt blueprint procedures to the 
purpose, although they were not designed as a mechanism for counterpart 
administration. This has resulted in overdocumentation and some dissatisfac- 
tion on the part of host countries concerned. Adequate counterpart release 
procedures are needed, and the relationship for blueprint procedures there to 
should be clarified. 

ICA procedural instructions with respect to United States-owned foreign ‘cur- 
rencies—principally resulting from section 402, and Public Law 480, agricultural 
sales—are also incomplete and need to be amplified. The principles of blueprint 
should be applied to the expenditure of such funds, though some modification in 
documentation may be in order. The new procedures should clearly indicate the 
extent to which blueprint documentation is to be followed. (See recommenda- 
tions Nos. 20, 21, and 22.) 

RECOM MENDATIONS 

Recommendation No. 1 


An orderly procedure should be developed and issued which would insure that 
beginning with the fiscal year 1958 program, material required to be developed 
by field missions as a basis for Bureau of the Budget and congressional presenta- 
tions could and would be used by all elements of ICA/W as a basis for both 
technical and policy review and approval of field project proposals, thus enabling 
field missions to undertake program implementation immediately after July 1, 
or upon completion of congressional action, whichever is later, and after allot- 
ment of funds. 

(Action: DD/P.) 


Recommendation No. 2 


A procedure should be initiated immediately for the development of tentative 
operational programs for fiscal year 1957, using to the maximum extent possible 
the voluminous data already submitted by field missions; and for the review of 
such data by the technical and other interested offices of ICA/W, with the 
objective that insofar as possible field missions be authorized to proceed imme- 
diately after July 1, 1956, or final action by Congress (whichever occurs later), 
to implement the project elements of country programs without further review 
by ICA/W. 

(Action: DD/O.) 


Recommendation No. 3 


A policy statement should be issued and manual orders should be amended or 
amplified as necessary to make clear that the overall responsibility at the Wash- 
ington level for obtaining decisions and actions necessary for the implementation 
of country programs rests within DD/O, and more specifically in the office of 
each regional director concerned. Regional directors (or the Deputy Director 
for Operations as appropriate) should be given authority to act commensurate 
with this responsibility. (See also appendix C.) 

(Action: DD/M.) 


Recommendation No. 4 


The definition of project assistance as reflected in existing manual orders 
should be clarified to exclude from project procedures the planning and financing 
of transactions which are handled through a host country’s normal commercial 
channels, or otherwise do not involve technical guidance or approval by ICA. 

(Action: M/O and M.) 
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Recommendation No. 5 


A policy statement should be issued by the Director making clear to all elements 
of ICA/W his desire that when operational programs have been approved field 
mission directors be given authority in their discretion to proceed without further 
Washington review in the implementation of projects therein, unless individual 
projects concerned involve technical or policy problems clearly beyond the com- 
petence of the mission concerned, (See also appendix C.) 

(Action: DD/M.) 


Recommendation No. 6 


Pursuant to the policy statement proposed in the foregoing recommendation, 
manual orders should be issued or existing manual orders amended to reilect 
the following provisions: 

(a) USOM Directors should be authorized to approve and issue a PPA with- 
out prior ICA/W review or approval of the PPA where the project involved: 

(1) Is consistent with current ICA policy applicable to project-type assist- 
ance programs and the type of funds involved ; 

(2) Has been specifically listed and described in a program approval 
document approved by D/ICA (or his designees ) ; 

(3) Requires only routine implementation ; and 

(4) Requires the obligation of not more than $100,000 of ICA funds during 
a single fiscal year. 

As used in paragraph (38) above, the term “routine implementation” would 
exclude from this authority any project which requires the creation of capital 
facilities, participant training in fields of activity where training has not previ- 
ously been conducted in the ICA program, or the services of technicians of a 
type not previously approved for recruitment by ICA/W. Determination as 
to which projects meet these criteria should rest with the USOM Directors 

(b) USOM Directors should be authorized, without any prior reference to 
ICA/W, to develop, negotiate, commit by agreement, and implement projects 
which in the aggregate do not require the obligation of more than $150,000 
or 5 percent (whichever is less) of the currently approved project program pro- 
vided that: 

(1) No single project requires a total United States contribution of more 
than $50,000 for the estimated life of the project; 

(2) Each such project is consistent with current ICA policy applicable to 
project-type assistance programs and the type of funds involved; and 

(3) Each such project requires only routine implementation. 

As used in paragraph (3) above, the term “routine implementation” would 
exclude from this authority any project which requires the creation of capital 
facilities, participant training in fields of activity where training has not been 
previously conducted in the ICA program, or the services of technicians of a 
type not previously approved for recruitment by ICA/W. Determination as to 
which projects meet these criteria should rest with the USOM Directors. 

(c) With respect to projects which do not meet the criteria described in recom 
mendations 6 (a) and 6 (b) above, ICA/W should approve such projects pursuant 
to the NFCR (no further clearance required) procedure during the program 
approval process to the maximum extent consistent with prudent program man 
agement. (See also appendix C.) 

(Action: M/O and M.) 


Recommendation No. 7 


All manual orders which contain provisions that organizational elements of 
ICA/W will audit project implementation orders submitted to them for action 
related PPA’s, prior to initiating action on the PIO’s themselves, should be 
amended to eliminate such requirements. (See also appendix C.) 

(Action: M/O and M.) 


Recommendation No. 8 


Existing manual orders should be amended as necessary to eliminate the 
duplicate documentation involved in the processing of both PIO/T’s and airpars 
to initiate the recruitment of other United States Government agency technicians. 

(Action: M/O and M.) 


Recommendation No. 9 

Existing manual orders should be modified to eliminate the issuance of a 
confirming PIO/T when action on the field issued worksheet PIO/T is exclu- 
sively the responsibility of ICA/W. (See also appendix C.) 

(Action: M/O and M.) 
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Recommendation No. 10 


Existing manual orders should be amended to provide for the routing of the 
action copy of incoming “airpars” directly to the Office of Personnel, which is 
the only Office authorized to take action thereon, rather than to a technical- 
service office as now provided. (See also appendix C.) 

(Action: M/O and M.) 


Recommendation No. 11 


Existing manual orders should be amended to eliminate the processing of 
worksheet PPA’s through the Financial and Procurement Methods Division of 
M/CONT after approval by appropriate regional and technical-service offices, 
and to provide for the direct issuance of such PPA’s, when properly approved, by 
the Office of the regional director concerned. (See also appendix C.) 

(Action: M/O and M.) 


Recommendation No. 12 


A further study should be undertaken to determine whether or not informa- 
tion copies of various blueprint documents are receiving unnecessary distribu- 
tion involving unproductive handling and filing time. (See also appendix C.) 

(Action: M/O and M.) 


Recommendation No. 13 


Existing manual orders should be amended to make clear that host country 
signatures are not required on PPA’s and may even be undesirable when such 
forms are subject to ICA/W review and approval. In addition, the requirements 
for host country signatures on other documents should receive further study. 
(See also appendix C.) 

(Action: M/O and M.) 


Recommendation No. 14 


Existing manual orders should be amended to eliminate the ceiling of $5,000 
now in effect on the direct issuance of PIO/C’s by USOM’s to the General Services 
Administration. 

(Action: M/O and M.) 


Recommendation No. 15 


Existing manual orders should be amended to replace existing PPA flexibility 
provisions and amendment requirements with the following: 

(a) Deviations of project plans which occur during implementaiton need be 
reflected by the formal amendment of previously issued PPA’s only, when— 

(1) Monetary changes occur, or are anticipated, involving an increase in 
the ICA contribution to the project, or a decrease in the country contribution 
(including counterpart) of more than 25 percent for projects involving an 
ICA contribution of less than $100,000 and/or similar increases and decreases 
of 15 percent for projects involving an ICA contribution of over $100,000; 

(2) Changes occur in the number of ICA-financed technicians or par- 
ticipants ; 

(3) Changes occur which modify the basic nature or purpose of the 
project : or 

(4) Cancellation or termination of the project is contemplated. 

Such proposed changes should be referred to ICA/W for approval in the form 
of a draft PPA amendment or an airgram or cable request for NFCR action. 

(b) Changes within the above flexibility limits may be undertaken by the 
USOM’s without reference to ICA/W and without formal amendment of the 
PPA, or at the USOM’s discretion may be reflected in USOM issued amendments. 
(See also appendix C.) 

(Action: M/O and M, to revise, as necessary, manual orders 1051.1, 1051.2, 
1120.2, 1130.1, 1220.1, 1230.1, 1321.1, and 1330.1.) 


Recommendation No. 16 


Manual order 1051.1, insofar as it pertains to Cooperative Service procedures 
should be amended to make clear that all Cooperative Service proposal and 
approvals (CSPA’s) require specific approval by ICA/W, but that such forms 
may be submitted prior to the development of related detailed PPA’s, if supported 
by a listing of projects already included in an ICA/W approved program, to be 
financed in whole or in part by the Cooperative Service; such listing to indicate 
separately the probable costs of such projects to be financed directly from USOM 
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allotments, from Cooperative Service funds, and from other host-country con- 
tributions. 

(Action: M/O and M.) 
Recommendation No. 17 

A revised PPA form and appropriate procedures should be developed to pro- 
vide for the documentation and review of up to 3 years’ activities and financial 
requirements on a single PPA for multi-year projects, including technician, train- 
ing, or other costs, for which obligations will be required in future years if the 
project is to be brought to successful completion; such future year financing, 
however, to be set forth separately for each fiscal year, and to be subject to annual 
review in the program development and approval process. (See also appendix 
C.) 

(Action: M/O. and M.) 
Recommendation No. 18 

A policy statement should be drafted and, after approval by the Director, cir- 
culated to all USOM’s, clarifying the ICA policy with respect to obligation of 
funds for projects requiring more than 1 year to implement, including specifically 
capital projects and university contract projects. 

(Action: DD/P.) 
Recommendation No. 19 


Blueprint procedures pertaining to the legislative 50-50 shipping provision 
should be revised to eliminate the requirement on each PA or PIO/C that not less 
than 50 percent of the commodities to be financed under that document must be 
moved (if by ship) on United States-flag vessels, and a system should be devised 
under which, by arrangements with aid-recipient countries, the 50-50 provision 
would be administered on a time-period basis as was done prior to the adoption of 
blueprint. (See also appendix C.) 

(Action: S/TRANS and M/O. and M.) 


Recommendation No. 20 


Procedures should be developed and issued, setting forth instructions for the 
development by USOM’s of programs for the utilization of host-country-owned 
counterpart, the approval of such programs by ICA/W, and the release of coun- 
terpart by USOM’s in accordance with such approved programs. 

(Action: DD/P, assisted by M/O. and M.) 

Recommendation No. 21 

Procedures should be developed and issued setting forth instructions for the 
development and approval of programs for the use of United States-owned local 
currency. 

(Action: DD/P, assisted by M/O. and M.) 

Recommendation No, 22 

Existing procedural instructions should be amplified to make clear the docu- 
mentation required in the implementation of approved programs for the utiliza- 
tion of United States-owned local currency. Insofar as possible, blueprint pro- 
cedures should be made applicable to such local currency programs. 

(Action: M/ O. and M.) 


APPENDIX A—TERMS OF REFERENCI 


INTERNATIONAL COOPERATION ADMINISTRATION, 
OFFICE OF THE DIRECTOR, 
Washington, D. C., March 26, 1956. 
Memorandum for: Mr. J. Carney Howell, Deputy Comptroller (M/CONT). 
Subject: Policies and procedures relating to program implementation. 

There is attached hereto a memorandum addressed to me by Mr. Scott, outlin- 
ing a program for the review of our “blueprint” policies and procedures. 

The plan outlined by Mr. Scott has my complete approval. You are hereby 
designated to undertake the review and to submit your recommendations to me 
not later than May 1. 

By copy of this memo I am asking all offices of the organization to give you 
their full cooperation. 

Please keep Mr. Scott informed of your progress on this assignment and con- 
sult with him on any problems which may develop as you proceed. 

JOHN B. HOLLISTER. 
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INTERNATIONAL COOPERATION ADMINISTRATION, 
Washington, D. C., March 26, 1956. 
Memorandum for Mr. Hollister. 
Subject: Policies and procedures relating to program implementation. 

Approximately 2 years ago a comprehensive study was undertaken in the then 
Foreign Operations Administration for the purpose of establishing uniform 
policies and procedures relating to program implementation. The primary 
objectives of this study, which became known as Operation Blueprint, were: 

1. To establish uniform operating policies throughout the agency. 

2. To establish uniform procedures throughout the agency for the effectuation 
of such policies, which would— 

(a) Encourage adequate program and project planning at the field level. 

(b) Clearly fix responsibility for program implementation action both at 
the field and Washington levels. 

(c) Result in uniform documentation and reporting on similar types of 
program activities. 

(d@) Enable adequate technical and policy review of program activities 
prior to and during their implementation. 

(e) Provide adequate records and reports to enable management appraisal 
of program progress, and to provide a basis for forward programing and 
presentation to Congress. 

As a result of this study, it was determined that for program implementation 
purposes all of the aid activities of the agency would be classified as either 
“project assistance” or “nonproject assistance.’ Separate blueprint procedures 
were established for each of these two categories of aid. While nonproject 
assistance, as defined in Blueprint procedures, accounts for a large proportion 
of the dollar value of mutual-security program assistance, it involves much less 
administrative complexity than does “project assistance.” Most of the problems 
involved in the Operation Blueprint study related to project assistance, and the 
more complex Blueprint procedures are those relating to such assistance. These 
procedures in approximately the present form have now been in effect for some- 
thing over a year. 

I believe that these procedures and the basic policies underlying them should 
now be intensively reviewed in the light of Washington and field experience. 
Some of the principal questions which have been raised by both Washington and 
field elements of the agency concerned with the procedures, and which need to 
be answered in this review, are the following: 

1. Has the classification of all assistance programs for procedural purposes 
into the two categories “project” and “nonproject” assistance proven consistent 
with the requirements of program management? 

2. Do Blueprint procedures unnecessarily restrict responsibilities and author- 
ities of USOM directors to implement approved programs? 

8. Do the procedures require unnecessary documentation either in Washing- 
ton or in the field? 

4. Do the procedures involve excessive review and clearance at the Washing- 
ton level of field initiated documentation? 

5. Are the procedures sufficiently flexible to meet the requirements of programs 
in countries with little experience in economic development and embryonic 
organizational mechanisms for administration of such programs as well as the 
needs of programs in more sophisticated countries? 

6. Are the procedures insofar as they require action by cooperating countries 
adaptable to the administrative mechanisms of those countries? 

7. Are the procedures sufficiently flexible with respect to the planning and 
implementation of multiyear or continuing projects? 

8. Are the procedures in total of such complexity that they delay rather than 
expedite the achievement of program objectives? 

I believe that a review will indicate significant possibilities for procedural 
simplification, paperwork reduction, and program acceleration. The target 
would be to complete the review and any resultant procedures modification by 
May 31 to permit their issue and application to fiscal 1957 operations. 

Because of the urgent nature of this job and the necessity for evaluating 
widely divergent views on some of the questions which need to be answered, I rec- 
ommend that you designate a single senior official of the agency to conduct the 
review and to make specific recommendations to you as to modifications required 
in our existing procedures. This individual should have a broad understanding 
of our program objectives and of our existing organizational and procedural 








“n 
m 
‘y 


m 


at 


of 


al 
1d 


er 
es 


ct 


ss 
os 
he 
se 


ie- 


ld 
2. 
id 
to 


es 


nt 


he 


‘al 
et 
by 


hg 
1e- 
he 
ed 
ng 
‘al 


MANPOWER MANAGEMENT IN THE FEDERAL GOVERNMENT 67 


mechanisms. He should be selected from an area of the organization which 
does not have operational responsibilities in the implementation of programs to 
insure unbiased evaluation of proposals from such areas. For this task, I sug- 
gest you designate our Deputy Controller, Mr. Howell. 

After the review has been completed and decisions made on the recommenda- 
tions, Mr. Howell would continue available to personally assist in insuring that 
the detailed procedural instructions are consistent with the decisions resulting 
from this study. 

Mr. Howell will need both field and ICA/W advice. He will also need direct 
staff assistance. To insure adequate consideration of field problems, the help of 
at least two USOM directors would be required. If you approve, I will initiate 
arrangements for activation of the consultative and operating staffs. 

The review should get underway not later than April 1, with the expectation 
that the recommendations resulting from it would be submitted to you not later 
than May 1. If this plan meets with your approval, I recommend that as the 
first step in getting it underway, you sign the attached memorandum to Mr. 
Howell which has been prepared for your signature. 

Recommendation: That you approve the above by signing the attached memo- 
randum to Mr. Howell. 

W.K. Scorrt. 


APPENDIX B—ORGANIZATION OF BLUEPRINT STUDY 


This report is based upon a study to which I devoted the major portion 
of my time from April 2 to May 1, 1956. Throughout the study I had the whole- 
hearted cooperation of many other staff members in the agency who, in spite of 
other pressing duties, gave liberally of their time and thought to the problems 
involved. 

I am particularly grateful to the members of the formally constituted con- 
sultative group who prepared comprehensive papers reflecting their evaluation 
of existing policies and procedures, met with me for long hours to discuss various 
procedural areas as they came under review, and to give me their reactions to 
problems and proposals as they were pointed up by other members of the group 
or myself. This consultative group, representing all major areas of ICA/W and 
two field missions, consisted of the following officials : 


USOM directors: 
Leland Barrows, Vietnam. 
John R. Neale, Peru. 
Office of the Director, ICA: Walter Schaefer, SA/FIN. 
Regional directors: 
Raymond T. Moyer, 0/ FE. 
Stuart Van Dyke, O/EUR. 
Other representatives of regional offices : 
David A. Robertson, O/LA 
Solomon Silver, NEA/P 
Technical Service Office Directors: 
John G. Harlan (acting), S/IND 
E. N. Holmgreen, S/FOOD 
Alvin Roseman, S/PUB 
Representative of General Counsel : John G. Burnett, GC 
Representatives of management offices : 
Elizabeth Cook, M/S&R/PRD 
Walton C. Groce, M/CONT/FPM 
William L. Parks, M/O&M 
Ralph Trisko, M/O&M 


In addition to the regularly constituted consultative group, the following 
officials met with the group on occasion, prepared papers for our consideration, 
or gave me the benefit of their advice on one or more problems with which we 
were concerned : 

Russell P. Drake, former USOM Director, Greece 
Clark S. Gregory, USOM Director, Iran 

Lloyd K. Larson, USOM Director, Thailand 

Ralph R. Will, USOM Director, Dominican Republic 
Marjorie Belcher, EUR/P 

Joel Bernstein, EUR/P 

C. W. Birley, Jr.,. M/PERS 
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tobert I. Biren, M/O&M 
Robert B. Black, DD/P 
Helene Granby, FE/P 
Arthur M. Hughes, M/O&M 
Joseph Jacques, M/O&M 
John E. Murphy, M/CONT 
W.S. Middaugh, S/FOOD 
John H. Ohly, DD/P 
Arthur G. Syran, S/TRANS 


I am sure that aside from any improvement in the blueprint procedures 
themselves which may come out of the study, the group which participated in 
it have developed a common body of understanding of the problems involved 
which will in itself be helpful in dealing with day-to-day problems of program 
implementation as they occur. 

I am also indebted to Miss Alice May and to Mr. Elihu Bergman, who as 
immediate assistants to me devoted much time to the organization of the study 
and to research on particular problems as they arose. 

Finally, if the study proves of value, recognition should be given to Mr. 
Walter K. Scott for recommending that it be made, and giving me the benefit 
of helpful advice and assistance throughout the work. 


APPENDIX ¢ SUPPLEMENTAL EXPLANATION OF SELECTED RECOMMENDATIONS 


This appendix repeats certain of the recommendations made in the main body 
of the report where it is felt that further discussion of the facts and considera- 
tions which led to the recommendations would be helpful in appraising their 
validity. Following each of these repeated recommendations, there has there- 
fore been included a discussion of these facts and considerations. 


Recommendation No. 3 


A policy statement should be issued and manual orders should be amended 
or amplified as necessary to make clear that the overall responsibility at the 
Washington level for obtaining decisions and actions necessary for the 
implementation of country programs rests within DD/O, and more specifi- 
cally, in the office of each regional director concerned. Regional directors 
(or the Deputy Director for Operations as appropriate) should be given 
authority to act commensurate with this responsibility. 

Discussion.—The one point on which all mission directors consulted during 
the study felt most strongly was that inadequate mechanisms exist in the 
Washington organizational structure to assure prompt decisions or actions in 
ICA/W on mission proposals or questions requiring ICA/W decision, and on 
mission initiated project implementation orders requiring ICA/W implementing 
action, The mission directors recognize that because of the many technical 
areas involved in their activities, individual proposals or actions which they 
initiate may require consideration or action at various points in the ICA/W or- 
ganizational structure, but they feel that there should be some single point in 
ICA/W to which they can look to resolve differences of opinion, or to obtain 
prompt action when no differences of opinion exist. Generally speaking, they 
feel that this point should be the country desk in the applicable regional offices 
of the Deputy Director for Operations. 

Under our present organizational structure it is impossible to place line 
authority for all decisions and actions relating to program implementation in 
the Deputy Director for Operations, but more responsibility and authority could 
be given to and accepted by the Deputy Director for Operations and his staff 
than is now the case. It is suggested that a policy statement by the Director 
along the following lines, supplemented by a manual order issuance consistent 
therewith, would be desirable: 

“The recent review of our operations under blueprint procedures, together with 
my personal discussions with mission directors throughout the world, has made 
it clear to me that the Washington organization of ICA is not sufficiently re- 
sponsive to field mission requirements for prompt decisions on project proposals 
submitted by the missions for ICA/W approval, or for prompt action on project 
implementation orders under approved projects submitted to ICA/W for action. 
I recognize that with respect to the former, many technical and policy questions 
may be involved requiring consideration by several elements of the Washington 
organization, and that with respect to the latter, the negotiations of contracts, 
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the writing of specifications, recruitment of technicians, or other action required, 
may inevitably take more time than might be anticipated by the mission director 
concerned. Mission directors, nevertheless, should be able to rely upon ICA/W 
to render prompt decisions on project proposals and to act as expeditiously as 
possible on project implementation orders submitted for the implementation of 
approved projects. They should be able to look to a single focal point in the 
ICA/W organization to represent them in these matters and to insure that prompt 
consideration is given to pending problems. That focal point is the office of the 
regional director for the area concerned. 

“It is my desire that each regional director assume this responsibility. Sub- 
ject to appeal through existing organizational channels and under the guidance 
of the Deputy Director for Operations, each regional director is authorized, after 
allowing a reasonable time for review by other interested offices, to resolve 
differences of opinion, or to make final decisions on project proposals when differ- 
ences cannot otherwise be resolved, and to notify field missions of decisions 
reached. 

“It is my further desire, with respect to project implementation orders, that 
the technical service or management office having action responsibility, take the 
implemeuting action requested as promptly as possible. Regional directors con- 
cerned, however, are responsible for such followup action as may be necessary 
to insure adequate service to the field missions and to bring to my attention 
through appropriate channels any major problems of program implementation 
which may arise.” 


Recommendation No. 5 


A policy statement should be issued by the Director making clear to all 
elements of ICA/W his desire that when operational programs have been 
approved field mission directors be given authority in their discretion to 
proceed without further Washington review in the implementation of proj- 
ects therein, unless individual projects concerned involve technical or policy 
problems clearly beyond the competence of the mission concerned. 

Discussion.—Mission directors generally feel one of the most serious problems 
in the prompt implementation of project assistance programs is the extent to 
which ICA/W wishes to impose a technical review of the internal composition 
of proposed projects, even though such projects may have been previously ap- 
proved by ICA/W in the programing process, and the extent to which, even 
after a project has been finally approved in detail, ICA/W technical offices 
necessarily involved in the completion of individual implementing actions 
initiated by USOM’s tend to interpose their technical judgments over those made 
by the field missions. 

My stuay has indicated that while there is not complete agreement on these 
points throughout the ICA/W organization, there is a considerable body of 
opinion which supports the position of the field missions. There was, in fact, 
almost unanimous opinion that the project review process in Washington could 
be greatly reduced in scope, although there was considerably less agreement as 
to the extent to which ICA/W technical offices could safely limit their activities 
at the project implementation stage to that of merely servicing field missions on 
the basis of project implementation orders submitted to Washingon by those 
missions. In this area, there is a widespread tendency for ICA technical offices 
to examine each project implementation order received from the field to deter 
mine whether or not in its judgment the individual action proposed is consistent 
with a PPA already issued describing the project, and whether or not the in 
dividual action proposed is one which the office concerned believes technically 
desirapie. For example, instructions relating to the handling of Airpars re- 
questing recruitment of technicians already approved in a PPA provide that the 
technical office concerned, before forwarding such document to the personnel 
office for action, will “review them for conformance to the PPA, for technical 
feasibility and other appropriate judgments.” Similar reviews and judgments 
are made by the technical offices before proceeding with action on implementa 
tion orders relating to the procurement of commodities, the negotiation of con- 
tracts, and the arrangement for participant training. 

It is believed that the issuance by the Director of a policy statement supported 
by the manual order revisions proposed in recommendations Nos. 6 and 7 would 
result in the elimination of much unnecessary technical review within the Wash- 
ington organization. A policy statement along the following lines is suggested: 

“The recent review of our blueprint policies and procedures has confirmed the 
view expressed to me by many ICA mission directors that our project assistance 
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programs are being impeded and undue burdens are being placed on overtaxed 
mission staffs as a result of excessive technical review of proposed projects, 
and of individaul actions relating to such projects by the ICA/W staff. This 
review process is time-consuming, may involve excessive correspondence be- 
tween ICA/W and field missions on relatively minor technical matters, and does 
not seem to place sufficient reliance upon the technical competence and judgment 
of USOM< staffs. I appreciate the difficulty of trying to define precisely the divi- 
sion of responsibility and authority which should exist between headquarters and 
field offices in a program as complex and diversified as ours. It is my judgment, 
however, that we have not achieved the degree of decentralization in the area 
of project operations which I consider necessary for rapid and effective program 
implementation. With a headquarters staff of limited size, and considering the 
nature and magnitude of our program activities, it is clear that ICA/W must con- 
fine its efforts primarily to the most basic and substantive determinations and 
actions. 

“Within the framework of our broad program and policy guidelines, it is my 
desire that USOM directors be authorized to proceed with the implementation of 
programs approved by me, with the minimum practical degree of control and 
review by ICA/W. More specifically, it is my desire that except with respect to 
unusually large or technically complex projects, ICA/W confine its review of 
project proposals to that which is incident to development and submission of 
recommended operational programs to me for approval. As a part ef such sub- 
missions to me, I will in the future expect the submitting office to indieate the 
extent to which it believes further technical review should be required in ICA/W 
before the field mission concerned should be authorized to implement specific 
projects included in the program. 

“When a project has been finally approved, the role of the ICA/W staff should 
primarily be one of assisting the USOM in its implementation. Project imple- 
mentation orders requesting specific actions by ICA/W in the implementation of 
projects already approved should be acted upon promptly by the appropriate 
ICA/W office as requested by the USOM involved unless the action is clearly 
contrary to law, to definite policy decisions, or is demonstrably technically un- 
sound.” 


Recommendation No. 6 


Pursuant to the policy statement proposed in the foregoing recommenda- 
tion, manual orders should be issued or existing manual orders amended to 
reflect the following provisions: 

(a) USOM directors should be authorized to approve and issue a PPA 
without prior ICA/W review or approval of the PPA where the project 
involved: 

(1) is consistent with current ICA policy applicable to project-type 
assistance programs and the type of funds involved ; 

(2) has been specifically listed and described in a program approval 
document approved by D/ICA (or his designee) ; 

(3) requires only routine implementation; and 

(4) requires the obligation of not more than $100,000 of ICA funds 
during a single fiscal year. 

As used in paragraph (3) above, the term “routine implementation” 
would exclude from this authority any project which requires the creation 
of capital facilities, participant training in fields of activity where training 
has not previously been conducted in the ICA program, or the services of 
technicians of a type not previously approved for recruitment by ICA/W. 
Determination as to which projects meet these criteria should rest with the 
USOM directors. 

(b) USOM directors should be authorized, without any prior reference to 
ICA/W, to develop, nogotiate, commit by agreement, and implement projects 
which in the aggregate do not require the obligation of more than $150,000 or 
5 percent of the currently approved project program provided that: 

(1) No single project requires a total United States contribution 
of more than $50,000 for the estimated life of the project ; 

(2) each such project is consistent with current ICA policy applica- 
ble to project-type assistance programs and the type of funds involved; 
and 

(3) each such project requires only routine implementation. 

As used in paragraph (3) above, the term “routine implementation” would 
exclude from this authority any project which requires the creation of capi- 
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tal facilities, participant training in fields of activity where training has not 
been previously conducted in the ICA program, or the services of technicians 
of a type not previously approved for recruitment by ICA/W. Determina- 
tion as to which projects meet these criteria should rest with the USOM 
Directors. 

(c) With respect to projects which do not meet the criteria described in 
recommendations 6 (a) and 6 (b) above, ICA/W should approve such projects 
pursuant to the “NFCR” (no further clearance required) procedure during 
the program approval process to the maximum extent consistent with prudent 
program management. 

Discussion.—It became evident at the outset of my study that one of the most 
widespread USOM criticisms of Operation Blueprint arose not because of the 
procedural requirement that each project must be documented on a PPA, but 
because ICA/W’s requirement in fiscal year 1956 that each PPA had to be sub- 
mitted to ICA/W for review and approval. This requirement represented an 
abandonment of the NFCR flexibility (ICA/W approval of a project in the ab- 
sence of a PPA) permitted under the blueprint system. 

On the basis of personal research, corroborated by discussions with the appro- 
priate program staffs, there is evidence to indicate that in most instances ade- 
quate project detail is furnished by the USOM’s during the program development 
and approval cycle to enable ICA/W to make the necessary economic and techni- 
cal appraisal of such projects. Thus, as a byproduct of the programing process, 
ICA should normally be in possession of a store of project detail which, if prop- 
erly exploited, could logically serve as the basis for approving or disapproving 
most projects. 

Unfortunately, there is similar evidence to indicate that this information has 
not heretofore been effectively used for project review purposes, particularly 
from the standpoint of technical review and approval. It appears to me that, 
with relatively minor procedural changes, our current program processes could 
be adapted to facilitate the ICA/W project review process, thus taking maximum 
advantage of the data made available by the USOM’s during the course of the 
program-development cycle. Thus, in the case of a significant number of projects, 
ICA/W judgments could be made at an earlier stage on the basis of program 
data rather than on the basis of detailed PPA’s subsequently submitted for each 
project. 

Recent statistical studies show that perhaps 75 percent of ICA-financed projects 
are “continuing” in nature, that is, projects which cross fiscal-year lines in that 
they require obligational authority in two or more fiscal years. To the extent 
such projects had been documented on PPA’s in prior fiscal years there is no 
valid reason why the appropriate ICA/W program and technical judgments as 
to the continuend financing of such projects cannot be made on the basis of sum 
mary project data normally included in the USOM program submissions each 
fiscal year. My study demonstrated that there is no substantive disagreement in 
the agency on this point. 

With respect to new projects, assuming the inclusion by the USOM in its pro- 
grams of summary project data in the detail required by ICA/W, it appears 
reasonable that approval of such projects could be granted in many instances at 
the program-approval level without the necessity of reviewing a detailed PPA. 
It is my view that the agency’s operational program approval process can be 
readily adapted to achieve this objective. 

Recommendation 6 A prescribes certain limitations within which USOM 
directors would be automatically authorized to issue PPA’s without prior 
ICA/W review or approval of such PPA’s. Seventy-eight percent of all PPA’s 
issued in fiscal year 1955 fell within the monetary limitation of $100,000 pro- 
posed in this recommendation, but in total they involve only 12 percent of our 
planned project assistance for that year. Under this recommendation, most if 
not all, continuing projects and many new projects would be approved by 
ICA/W on the basis of project data provided by the USOM at the program level, 
and the USOM director would be able to issue the related PPA’s in the field, 
submitting information copies only to ICA/W. This will not only materially 
accelerate the implementation process but will reduce the overall workload of 
the agency to the extent that such PPA’s will no longer be submitted to Wash- 
ington for review, approval, and issuance. 

While this recommendation will not in itself reduce the project documenta- 
tion required at the mission level, the facts and comments elicited during the 
course of my study indicate that USOM’s would, in their own interests, and 
for internal mission project management purposes, wish to issue a PPA for 
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each project. I do not believe that any USOM ever seriously questioned the 
necessity of documenting in a formal, systematic manner its proposed project 
plan of action, nor do I believe that the problem of issuing a PPA at the mission 
level for each project ever represented a substantive issue or an excessive ad- 
ministrative burden. To put the workload problem in its proper perspective, it 
is worthy of note that the number of projects financed by ICA averages less than 
40 per mission on a global basis. 

Recommendation 6 B is a logical corollary of recommendation 6 A. This 
recommendation would extend to USOM directors for the first time limited au- 
thority to formulate and carry out certain project undertakings on their own 
initiative where the time factor is significant or where no policy or technical 
problems exist. The dollar limitations embodied in this recommendation will 
in themselves generally limit the scope of such projects to training or techni- 
cian activities and the general limitations imposed should eliminate the possi- 
bility of serious program deviations. Assuming adequate program-policy gnid- 
ance, it does not appear unreasonable to expect that USOM directors will under- 
take such “self-initiated” projects only where in their judgment ICA program 
objectives will be most effectively served by exercising this limited authority. 

In any event, it is anticipated that most USOM directors will wish to consult 
ICA/W at least with respect to the general outlines of such projects before 
proceeding with actual implementation. The significant factor, however, is that 
such consultation will be optional and informal, rather than mandatory and 
formally documented at the discretion of the USOM director. 

If this recommendation is accepted, I suggest it be made clear in the im- 
plementing instructions that: (1) this authority is being extended on an experi- 
mental basis and will be continued or expanded only if properly exercised, and 
(2) it will be essential that the USOM issue and submit PPA copies to ICA/W 
as soon as possible, whenever this authority is invoked, to assure that ICA/W is 
kept currently informed of projects undertaken by the USOM. 

Recommendation 6 C is intended to emphasize that, for those projects which 
transcend the limitations prescribed in recommendations 6 A and 6 B, ICA/W 
should nonetheless grant “NFCR” approval on the basis of program data when- 
ever consistent with prudent program management. To assure effective im- 
plementation of this recommendation, however, it is clear that the current 
NECR procedure must be sharpened considerably and improved by prescribing 
in more precise detail the procedural mechanics whereby NFCR action will be 
taken by ICA/W. 

The general objectives of these recommendations are to expedite project im- 
plementation by permitting earlier project approval than heretofore on the basis 
of less project detail, to give USOM directors a reasonable degree of flexibility 
to meet emergency requirements, and to eliminate unnecessary and unprodue- 
tive ICA/W review and documentation. These recommendations are not in- 
tended to encourage less careful project planning on the part of the USOM’s, nor 
will they reduce the project documentation and controls required at the mission 
level. I believe that the substance and objectives of these recommendations 
which were discussed at length in various forms during the course of my study 
can be considered to have been accepted in principle by most of the ICA/W and 
USOM officials who participated. 

These recommendations, if approved, will in my judgment achieve the fol- 
lowing specific objectives: 

1. ICA/W will be able to exercise adequate programs and technical control 
over its programs with the minimum practicable data to be required from the 
USOM's. 

2. The administrative workload on the agency will be reduced materially. 

3. A greater degree of decentralization of operating authority and responsibil- 
ity will be extended to the USOM’s. 

4. USOM criticisms of excessive review of proposed projects by ICA/W will 
be minimized or eliminated. 

». A reasonable degree of program flexibility and “breathing space” will he 
made available to the USOM director within which he may make limited proj- 
ect adjustments without prior ICA/W approval. 

6. The project implementation process will be materially expedited by facili- 
tating project approval earlier than heretofore. 


y 


Recommendation No. 7 


All manual orders which contain provisions that organizational elements 
of ICA/W will audit project implementation orders submitted to them for 
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action against related PPA’s, prior to initiating action on the PIO’s them- 
selves, should be amended to eliminate such requirements. 
Discussion.—Existing manual orders relating to the processing by ICA/W of 
project implementation orders generally provide that as a part of this processing 
the technical office concerned will review the project implementation orders be- 
fore acting thereon to determine that a PPA covering the PIO has been issued, 
and that the PIO is consistent with the issued PPA. They also indicate that in 
some instanees the ICA/W technical office concerned may make judgments as 
to the technical desirability of the action proposed. All of these provisions tend 
to detract from the authority and responsibility of the initiating USOM, imply 
doubt as to both the reliability and the competence of the initiating USOM 
and generally result in delay in project implementation. Since many implement- 
ing actions may be taken by the USOM’s without reference to ICA/W, this kind 
of preaudit action on the part of ICA/W with respect to project implementation 
orders referred to it could be only partially effective even if it were desirable. 
It is strongly recommended that these audit requirements be removed from 
the existing manual orders, and that ICA/W technical olfices thereby be encour 
aged to proceed with implementing action whenever PIO’s are received if such 
PIO’s are sufficiently clear to indicate specifically the action desired, and unless 
they involve actions by ICA/W which are clearly contrary to law, policy, or 
demonstrably technically unsound. 


Recommendation No, 9 
Existing manual orders should be modified to eliminate the issuance of a 
confirming PIO/T when action on the field issued worksheed PIO/T is ex- 
clusively the responsibility of ICA/W. 

Discussion.—PIO/T's requesting ICA/W to negotiate contracts under which 
only ICA and a second party are involved, under present procedures, are sub 
initted to Washington in worksheet form. ‘These worksheet PIO/T’s are re- 
viewed by the appropriate regional and technical offices, and if found to be in 
order, or if modified after further correspondence with the initiating USOM are 
then approved and transmitted to FPM for issuance. Issuance consists of the 
retyping of the approved worksheet PIO/T, and the duplication and distribu- 
tion of the retyped form. The issued PIO/T then becomes the basis of action 
by the contract office in negotiating the desired contract. This issuance process 
appears to be an unnecessary and unproductive step. 

It is recommended that the worksheet PIO/T, after proper approval by the 
regional and technical offices concerned, be transmitted directly to the contruct- 
ing office as its authority to proceed with contract negotiations. 
Recommendation No. 10 

Iixisting manual orders should be amended to provide for the routing of 
the action copy of incoming airpars directly to the Office of Personnel, which 
is the only office authorized to take action thereon, rather than to a tech- 
nical service office as now provided. 

Discussion.—The present procedure provides that the action copy of airpars, 
the document used by the field to request the recruitment of United States 
Government employed technicians, be routed to the technical office concerned with 
the field of activity in which the proposed technician will work, prior to its dis- 
patch to the Personnel Office, which has responsibility for all recruitment. The 
auction of the technical office at this point appears to be limited to the review 
of the airpar “for conformance to the PPA, for technical feasibility and other 
appropriate judgments.” 

This appears to be an unnecessary step in procedure. First, because of the 
doubtful necessity or desirability of such a review, and secondly, because this 
same kind of review could be undertaken from an information copy which is 
also routed to the technical office concerned. Furthermore, this step in the 
routing tends to delay recruitment action which at best is a time-consuming 
process, since the Personnel Office has no responsibility for taking any action 
until it receives the action copy. It is believed that this step in the action 
copy routing should be eliminated. 


Recommendation No. 11 


Existing manual orders should be amended to eliminate the processii.¢ of 
worksheet PPA’s through the Financial and Procurement Methods Division of 
M/CONT after approval by appropriate regional and technical service offices, 
and to provide for the direct issuance of such PPA’s, when properly approved, 
by the office of the regional director concerned. 
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Discussion.—Current procedures provide that in those instances when ICA/W 
requires the submission of proposed worksheet PPA’s to Washington for review 
and approval, such worksheet PPA’s will be reviewed by the appropriate regional 
and technical offices, and when approved by the regional director concerned, will 
then be forwarded to the Financial and Procurement Methods Division for issu- 
ance. Such issuance consists essentially of a review of the worksheet PPA to 
determine that it has been appropriately cleared, that it contains the minimum 
information required by existing manual orders, and that it reflects the appro- 
priate coding and fiscal identification required for statistical and accounting 
purposes, After this review, FPM types the approved document on a repro- 
ducible mat, affixes a signature for the appropriate regional director and trans- 
mits the mat to ADSER for reproduction and distribution. This process, insofar 
as the review is concerned, involves duplicate handling of the document, since 
presumably, it has already been reviewed in all of its aspects by the regional 
office which has approved it. Centralization of the typing process tends to de- 
velop backlogs and to delay actual issuance, since it is difficult to staff a central 
typing operation to meet the concentration of PPA issuance which tends to occur 
near the middle of each fiscal year. 

It is believed that the issuance process can be expedited and duplicate handling 
eliminated by providing for the final typing of approved PPA’s at the point of 
approval, i. e., the appropriate regional office, and having those offices transmit 
the approved copy to ADSER for duplication and distribution. 


Recommendation No. 12 


A further study should be undertaken to determine whether or not infor- 
mation copies of various blueprint documents are receiving unnecessary 
distribution, involving unproductive handling and filing time. 

Discussion.—lIt has not been possible during the limited time available for this 
study to review in detail the distribution of information copies of various blue- 
print documents. It has been noted, however, that 15 or more copies of all PPA’s 
and all PIO’s issued thereunder are distributed to various points within the 
ICA/W organization. The mere handling and filing of such documents involves 
a considerable amount of staff time, and there is at least some evidence that 
copies are being distributed to organizational units who have no responsibility 
for action with respect to the documents, and who may have little, if any, reason 
to refer to them. For example, it has been found in the limited review which I 
have made that information copies of PIO/C’s are being distributed to several 
different organizational units within the Office of the Controller: whereas, it 
appears that with a slight rearrangement of internal procedures a single point 
for the receipt and filing of these documents will meet the requirements of the 
office. 

It is believed that a more detailed review of the distribution of all documents 
by the Office of Organization and Methods might indicate the possibility of con- 
siderable reduction in distribution of nonaction documents, and a worthwhile 
savings of staff time. 


Recommendation No. 13 


Existing manual orders should be amended to make clear that host country 
signatures are not required on PPA’s and may even be undesirable when 
such forms are subject to ICA/W review and approval. In addition, the 
requirements for host country signatures on other documents should receive 
further study. 

Discussion.—In a number of instances USOM’s have indicated that our re. 
quirements for host country signatures on various blueprint documents are 
burdensome. My review has not clearly indicated that this is in fact true in 
any general way. Regardless of the burden involved, it is essential that we 
have host country signatures on those documents which depend on their bilateral 
nature for their validity as obligation documents. For example, project agree- 
ments and PIO/P’s must be signed by host country representatives if we are to 
maintain that they represent a firm obligation of United States funds. 

It is believed, however, that our requirement for host country signatures on 
each PPA (or other written evidence of the host country’s request for the 
project) is not technically necessary, and in some instances, is not even desirable. 
The host country’s request for the project is evidenced by its signature on the 
applicable project agreement as well as upon the earlier PPA. In some instances 
it may even be undesirable to have a host country’s signature on a PPA if that 
PPA is subject to ICA/W review or approval. If, as a result of ICA/W’s review 


MANPOWER MANAGEMENT IN THE FEDERAL GOVERNMENT 75 


approval is withheld, the prestige of the USOM with the host country may be 
impaired. 

It is therefore recommended that the requirement for host country signatures 
on PPA’s be eliminated, and that the Office of Organization and Methods under- 
take a further review of other host country signature requirements which could 
not be examined in detail during the course of this study. 


Recommendation No. 15 


Existing manual orders should be amended to replace existing PPA 
flexibility provisions and amendment requirements with the following: 

(a) Deviations or project plans which occur during implementation need 
be reflected by the formal amendment of previously issued PPA’s only, 
when 

(1) Monetary changes occur, or are anticipated, involving an increase 
in the ICA contribution to the project, or a decrease in the country 
eontribution (including counterpart) or more than 25 percent for proj- 
ects involving an ICA contribution of less than $100,000 and/or similar 
increases and decreases of 15 percent for projects involving an ICA 
contribution of over $100,000; 

(2) Changes occur in the number of ICA-financed technicians or 
participants ; 

(3) Changes occur which modify the basic nature or purpose of the 
project; or 

(4) Cancellation or termination of the project is contemplated. 

Such proposed changes should be referred to ICA/W for approval in the 
form of a draft PPA amendment or an airgram or cable request for NFCR 
action. 

(b) Changes within the above flexibility limits may be undertaken by the 
USOM’s without reference to ICA/W and without formal amendment of 
the PPA, or at the USOM’s discretion may be reflected in USOM issued 
amendments. 

Discussion.—Blueprint instructions require that projects be implemented in 
conformity with the provisions of approved and issued PPA’s, except for certain 
limited flexibility in terms of monetary changes. Flexibility allowed in non 
monetary provisions is not defined. PIO’s may be initiated and issued only 
in conformity with the PPA, within the flexibility limits specified. 

slueprint instructions also require that PPA’s be revised or amended to 
reflect changes occurring after issuance, beyond the stated flexibility limits 
Documentation and processing requirements for such revisions and amendments 
are generally the same as for the original documents. 

Amendment requirements for PPA’s serve several purposes : 

1. They are the means of obtaining ICA/W approval of a project revised beyond 
the flexibility limits, an essential step to its implementation under present regu- 
lations ; and 

2. They make blueprint documents more reliable indicators of the currently 
planned use of funds for project purposes. 

Experience indicates that several important problems exist with respect to the 
flexibility and amendment provisions for PPA’s: 

1. The flexibility provisions are not broad enough, or well enough defined, to 
permit implementation without the necessity for revising a substantial number 
of PPA’s. There were 886 such revisions to fiscal year 1955 PPA’s. The practical 
value of the limitations imposed is questionable, particularly on small value 
projects and on changes involving only a reduction of United States financing 
or an increase in cooperating country financing. 

2. Apart from the work involved in preparing and processing amendments, 
the necessity for amendment as a condition to implementation contributes sig- 
nificantly to delay in implementation without contributing to the project itself. 

The recommended revision of PPA amendment and flexibility provisions have 
the following purposes : 

1. To clarify regulations on the subject by defining nonmonetary changes 
requiring amendment and ICA/W approval. 

2. To liberalize such provisions with respect to projects under 100,000 by 
increasing the monetary flexibility from 15 percent to 25 percent, and by specifying 
no monetary limits, within the total flexibility, on changes in project components. 

3. To liberalize such provisions for all projects by dropping amendment and 
approval requirements for decreases in the estimated ICA contribution or in- 
creases in the country contribution. 
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It is believed that these revisions will substantially reduce the number of 
required amendments to PPA’s, and facilitate project implementation, without 
affecting any vital area of ICA/W interest or diminishing the utility of the PPA 
as a project planning and administrative document. The maximum increased 
flexibility in terms of ICA contribution will be $10,000, in the case of a $100,000 
project. In fiscal year 1955, the $100,000 and under group accounted for 78 per- 
cent of all projects, but only 12 percent of the value of all approved projects. 
Recommendation No. 17 

A revised PPA form and appropriate procedures should be developed to 
provide for the documentation and review of up to 3 years’ activities and 
financial requirements on a single PPA for multiyear projects including 
technician, training, or other costs for which obligations will be required in 
tuture years if the project is to be brought to successful completion ; such 
future yvear financing, however, to be set forth separately for each fiscal 
vear, and to be subject to annual review in the program development and 
approval process. 

Discussion.—Seventy-tive percent or more of ICA projects are of more than 
1 year’s duration. Many of these projects contain technicians, training, or other 
elements, the costs of which must, under ICA obligation regulations, be obligated 
l-veur-to-fiscal-vear basis, even though project agreement or contractual 
services costs may be obligated for the entire project. As a consequence, it is 
the practice for all such projects to be documented, as well as financed and 
implemented as necessary in separate phases related to each fiscal year. This 
practice has a number of disadvantages, of which the following are most 
important: 

1. The initial project plan as reflected by the PPA does not provide an adequate 
basis for either USOM or ICA/W evaluation of the total project, and by failing 
to reflect future requirements which will need to be met, once the project is 
initiated, may encourage ballooning of program requirements beyond future avail- 
able resources. 

”. By treating each annual phase of a project as a project in itself, ICA and 
the cooperating country may be diverted from one of the basic principles of 
sound programing—comprehensive advance planning of actions required to 
achieve a specific objective within a specified time period. 

3. The present practice increases unnecessarily the amount of documentation 
and review required to carry out a project. 

These recommendations, if approved, will make it possible for USOM’s to 
plan and document all projects of more than 1 year’s duration for a maximum 
of 3 years at one time, thus avoiding many of the disadvantages of the present 
system. They are designed to accomplish this purpose without changing our 
present obligation concepts. 

The proposed methods are to be optional rather than compulsory insofar as 
their use by USOM’s is concerned, since it may not be possible to plan some 
projects with any degree of accuracy beyond 1 year. 


on a fisea 





Recommendation No. 19 

Blueprint procedures pertaining to the legislative 50-50 shipping provision 
should be revised to eliminate the requirement on each PA or PIO/C that 
not less than 50 percent of the commodities to be financed under that docu- 
ment must be moved (if by ship) on United States-flag vessels, and a system 
should be devised under which, by arrangements with aid-recipient countries, 
the 50-50 provision would be administered on a time period basis as was 
done prior to the adoption of blueprint. 

Discussion.—Prior to the adoption of existing blueprint procedures, the legis- 
lative provisions relating to shipping on United States-flag vessels were adminis- 
tered on a time-period basis, that is, countries receiving aid were required to 
take such steps as might be necessary to insure that within a given fiscal year 
not less than 50 percent of the commodities financed by the mutual-security 
program shipped to them by ocean vessels would be shipped on United States- 
flax vessels, this minimum to be made applicable for each type of service, i. e., 
tanker, tramp, and cargo liner. A reporting system was devised, and is still 
in Operation, providing the Office of Transportation with adequate data to 
determine from month to month the extent to which shipments to any country 
are being carried in United States-flag ships; thus enabling that office to initiate 
action as necessary, vis-a-vis various aid-receiving countries, to insure observance 
of the shipping provision. 
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Although this reporting system has been continued, the blueprint procedures 
abandoned the earlier policy of enforcing the 50-50 shipping requirement on a 
country/time-period basis, and established the policy of inserting a provision 
in each PA or PIO/C requiring that not less than 50 percent of the commodities 
to be financed under each PA or PIO/C must be shipped on United States-flag 
vessels. The inclusion of this provision in each PA or PIO/C results in a situa- 
tion that unless specific waivers are granted by the Office of Transportation, 
aid-recipient countries are in violation of the terms of the PA or PIO/C unless 
at least 50 percent of the tonnage financed under each document is shipped on 
a United States flag vessel. 

Under our regulations, refunds of the full amounts expended under each 
such PA or PIO/C may be demanded in case of such violations. The present 
procedure (unless waivers are granted) obviously result in the effective require- 
ment that well over 50 percent of total tonnage will move on United States-flag 
vessels, since in many instances it is impractical to split tonnages resulting 
from a particular PA or PIO/C into two shipments. Unless tonnages are split, 
these shipments must be made on United States-flag vessels. This further results 
in increased shipping costs, since in many Cases rates on United States-flag 
vessels are higher than on foreign-flag vessels, and to that extent the effective- 
ness of our aid is reduced. 

In spite of the fact that our PA’s and PIO/C’s include this requirement with 
respect to shipping, the Office of Transportation has established no procedures 


for auditing compliance with the PA or PIO/C provisions. The accumulation 
and analysis of the information necessary to enforce regularly the individual 
PA or PIO/C requirement would involve a much greater workload than is in 
volved in the collection and analysis of shipping data on a time-period basis 
The Ofiice of Transportation has indicated that it does not feel it can undertake 
such an enforcement procedure, but at the same time it has indicated its desire 
to maintain the present PA by PA shipping requirement. 

It is my view that we should avoid the establishment of contractual relation- 
ships with aid-recipient countries which we have no method and no intention 
of policing. It is my further view that the placing of a minimum United 
States-flag vessel shipping requirement on each PA or PIO/C places an unneces 
sarily burdensome requirement on aid-recipient countries, and except to the 
extent the Office of Transportation grants waivers, unnecessarily reduces the 
effective level of our aid. 

I recommend that we eliminate the provision with respect to 50-50 shipping 
from PA’s and PIO/C’s, and that the Office of Transportation undertake to 
assure at least minimum compliance with the 50-50 requirements by audit and 
enforcement, country-by-country, on a fiscal-year basis 


(Attachment B) 


DATA REGARDING PARTICIPANTS TRAINED UNDER THE ICA PROGRAM 


1. Ratio of numbers of participants handled in relation to staff 

During fiscal year 1956, an estimated 7,092 participants were handled by ICA 
and participating Federal agencies. (This figure includes about 5,100 arrivals 
plus carryovers from the previous year.) 

ICA persons on program funds connected with the training program totaled 
about 160 (including secretaries and clerical workers), or about an average of 
14 participants per program fund employee. However, since ICA does not pro 
gram all participants under its auspices directly, it is necessary to include per 
sons on prograin funds in other Government agencies who are cooperating with 
us in our training programs. During fiscal vear 1956, other Government agen- 
cies had a total of 318 employees. Thus, a total of 478 program fund employees 
in all agencies involved handled about 7,100 participants during fiscal year 
1956, or an average of about 15 participants per employee. 


2. Percentage of ICA, Office of Industrial Resources project managers time 
devoted to making arrangements for training of participants in industry 
This includes project manager time involved in actually accompanying teams 
through an industrial establishment (about 50 percent). 
3. Numbers of participants receiving training of more than 1 year duration 
About 368 participants during fiscal year 1956 received training (or received 
extensions) of more than 1 year’s duration. This represents about 5 percent 
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of the almost 7,100 participants in training. This figure includes participants 
whose training was independently financed, but for which arrangements are 
made by ICA staff. 

(Attachment C) 


APPLICATION OF THE BATTLE ACT IN THE ICA PROGRAM 


It is the intent of the act to seek through negotiations the cooperative effort 
of free-world countries in a coordinated control over the export of strategic 
materials to the Soviet bloc. 

The act states that ‘all military, economic, or financial assistance to any 
nation shall * * * be terminated forthwith if such nation * * * knowingly 
permits the shipment to any nation or combination of nations or combination 
of nations threatening the security of the United States, including the Union 
of Soviet Socialist Repubiles and all countries under its domination, of any 


(items on a list of previously determined strategic commodities ).” . 
In reviewing each case of shipments of strategic commodities by an aid- ' 


recipient country, the President is required by the act to receive the advice 
of the Administrator and take into account “the contribution of such country 
to the mutual security of the free world, the importance of such assistance to 
the security of the United States, the strategic importance of imports received 
from countries of the Soviet bloc, and the adequacy of such country’s con- 
inols * = 8.” 

The President has determined, on the advice of the Administrator and con- 
currence of the interested executive branch agencies, that shipments of strategic 
commodities by aid recipient countries have been satisfactorily accounted for and 
in the light of the above has found that cessation of aid to any of the countries 
concerned would clearly be detrimental to the security of the United States. 

Such shipments, from 1952 to date, have been quite small (about 0.2 percent of 
all free-world exports to the Soviet bloc). Almost all of these shipments re- 
sulted from commitments made by those governments before the items in- 
volved were placed under Battle Act control. 


SUPPLEMENTAL STATEMENTS 


Subject: Control over employment 

When an ICA/W organizational unit requests an increase in personnel ceiling— 
administrative or program—the Office of Organization and Methods reviews the 
justification presented and conducts such studies as may be necessary to de- 
termine: 

(a) Necessity for the performance of the particular function ; 

(b) Alternative means of performing a function determined to be necessary 
with less staff by simplified procedures, etc ; 

(c) Need for the number of staff requests in terms of the workload and the 
staffiing plan of the unit; 

(d) Surplus ceiling in other units which can be transferred to the requesting 
unit. 

©. and M.’s recommendations on these points are reviewed by the Deputy Di- 
rector for Management, who gives final approval for justified increases within 
the limits of agency financing ability. O. and M. maintains controls to assure 
that the total of authorized personnel ceilings does not exceed the number of 
positions established by the budget for the agency. 

In addition O. and M., on its own DD/M’s initiative, or at request of other 
deputies, undertakes organizational and procedural studied with a view of re- 
alining and simplifying organizational structures, streamlining work processes 
and cutting down on the authorization of ceiling for the functions determined 
to be necessary. For example, a study of the Office of Industrial Resources is 
being concluded presently and if O. and M. recommendations are carried out a 
complete realinement of the organizational structure will be effected with an 
estimated saving of 12 positions. 

As a part of the control over employment, definitive statements of the func- 
tions of each major organizational office have been prepared, and are reviewed 
and revised on a current basis, especially after an organizational or procedural 
study is made of the unit. These functional statements are prescribed in manual 
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orders, and are the official basis for delegations of authority and for staffing 
plans and job descriptions. 


Subject: Administrative versus program personnel 


The charging of a particular position to administrative or program funds is 
determined by application of the criteria in M. O. 771.1 (copy attached) to the 
description of duties for the position, after it has been determined that the 
function needs to be performed, that its performance is appropriate for the 
particular organization, and that the position is within the approved staffing 
pattern for the particular unit. Office of Organization and Methods maintains 
surveillance over the charging of both ICA/W and country mission positions 
to insure compliance with this manual order as part of its assigned functions 
relating to control of employment. M. O. 771.1 contains examples of typical 
field positions chargeable in whole or part to administrative or program funds. 
At ICA/W the group of positions charged to program funds (307 as of July 1) 
consists typically of positions involving direct training or training arrange- 
ments for foreign nationals (participants) ; certain positions involving procure- 
ment of program fund commodities and equipment for specific projects ; and some 
positions covering technical research into fields such as public administration 
where it is not possible to obtain the required service from another agency. 

Recently, after detailed study it was determined that four positions in the 
Office of Transportation previously considered chargeable to program funds 
should be charged to administrative funds, and the change was made effective 
July 1. It was found that the positions of three transportation specialists—air 
rail, and highways—and one secretary, while dealing primarily with technical 
projects in those respective fields, were nonetheless primarily concerned with 
United States interests and therefore should be charged to administrative funds 
(or overhead). 

The last case of a switch from administrative to program funds at ICA/W 
occurred in July 1955 when several positions in the Office of Public Services 
and a group of positions in the Office of Industrial Resources were so trans- 
ferred. It was determined that these positions were proper program fund 
charges because they dealt primarily with procurement of commodities and 
specialty equipment for projects, and were in the same category as program 
fund procurement officers in our missions and in participating agencies. The 
remainder of the overall increase in program fund positions at ICA/W has been 
due to approved (and fully justified) increases of ceiling for additive positions 
in the categories discussed above. 


(Thereupon, the subcommittee adjourned until Monday, July 2, 
1956, at 10 a. m.) 
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MONDAY, JULY 2, 1956 


Houser or REPRESENTATIVES, 
SUBCOMMITTEE ON MANPOWER UTILIZATION 
OF THE Post Orrice AND CIvIL 
SERVICE COMMITTEE, 
Washington, OG. 

The subcommittee met at 10 a. m., Hon. James C. Davis (chair- 
man) presiding. 

Mr. Davis. The subcommittee will come to order, please. 

We appreciate you gentlemen coming back to be with us today. 
We regret that our time ran out at the last hearing so that we did not 
reach you. 

We are very much interested, of course, as we have been throughout 
the work of this subcommittee, in preventing any unnecessary expan- 
sion of Federal employment and holding it down to the absolute 
minimum which is required to do the work of the Government 
properly. 

We have been somewhat disturbed that congressional appropriations 
were taken by some of the departments to be mandates to hire. It 
seems that has been the attitude which some departments have been 
taking with reference to the funds appropriated. We on this com- 
mittee think that nothing could be further from the truth than that. 
I think Congress still expects the job to be done as efficiently as possible 
and that means to get the job done with the minimum expenditure of 
money for pe srsonnel, as well as for other purposes. 

We are glad to note that several of the departments and agencies are 
recognizing by official statements to their supervisors that increased 
appropriations are not orders to hire people. 

We are very glad, as a result of a hearing last week, that the 
Chairman of the Civil Service Commission agreed to assist this sub- 
committee in reviewing the manpower utilization program. He is to 
have his inspection and audit crew look for evidence of overorganiza- 
tion and duplication of effort and report it to this subcommittee. At 
present there is no top-level executive agency sending teams out to look 
for inefficiency and duplication of effort and we plan to introduce 
legislation to give the Civil Service Commission authority to make 
this type of survey and make it, a continuing responsibility of the 
Civil Service Commission. 

I have contended and our subcommittee has—and I think the facts 
continue to corroborate that conclusion—that the functions of the 
Federal Government could be efficiently performed with 2 million or 
less civil employees. If this had been accomplished and the pay- 
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roll had been trimmed accordingly, we would have had $3.5 billion 
this year instead of $2 billion available for reducing the public debt 
or for making a tax reduction, as the case might be. 

We are pleased to have you gentlemen with us this morning, and 
we will now hear from Mr.’D. Otis Beasley, Administrative Assistant 
Secretary of the Department of the Interior, on that Department’s 
accomplishments to date. 

If you will havea chair, Mr. Beasley, we are glad to have you with us. 


— +a. tote 


STATEMENT OF HON. D. OTIS BEASLEY, ADMINISTRATIVE ASSIST- 
ANT SECRETARY, DEPARTMENT OF THE INTERIOR, ACCOM- 
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AND NEWELL TERRY, DIRECTOR OF PERSONNEL MANAGEMENT 
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Mr. Breastey. Thank you, Mr. Chairman. 

Mr. Chairman and members of the subcommittee, the manpower 
utilization program of the Department of the Interior continues to 
receive the attention and support of responsible officials throughout 
the Department. It is reflected in the personal attitude of the secre- 
tarial officers, the heads of Interior’s bureaus, and supervisors at all ‘ 
levels of the Department, in carrying out their management responsi- ] 
bilities. 

Better utilization of manpower has been repeatedly stressed and 
given primary consideration in the development of the substantive 
work programs, the preparation of budget estimates, the creation : 
and readjustment of the organization structure, the issuance of policy 
and procedural regulations, the recruitment and assignment of per- 
sonnel, the control over allotments and expenditures, the efforts toward 





management improvement, the review and evaluation of performance, : 
and in the operation of the incentive awards program. Such a pro- t 
gram to be truly effective must be an integral part of and as all inclu- | 
sive as the Department’s operations themselves. That has been the 
approach and attitude of Interior in its efforts in furthering the man- 
power utilization program. ; 

In our reports to your subcommittee and in discussions with your : 
staff, this Department has reviewed its accomplishments over the , 
past few years in the better management of its operations while etfec- . 
tively maintaining and improving program performance. It is a 
record of which we are proud. . a 


Much has been accomplished through such efforts as the Secre- 
tary’s management survey program, limitations on personnel appoint- { 
ing authority, limitations on contracting authority, adjustments in 


departmen tal programs, management improvement accomplishments, : 

increased revenues from operations, and similar efforts which we have 

described to you in detail in our report. I will not attempt to develop ‘ 

these accomplishments further except to note that they have been . 

substantial. 
Much more, of course, can be accomplished in the direction of fur- 

ther improvements. The new Secretary of the Interior, Fred A. Sea- " 


ton,, who took his oath of office on June 8, 1956, has indicated a direct 
and specific interest in the manpower requirements of the Department, t 
particularly with respect to contemplated expansions for the next t 
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fiscal year. There is no question of the interest and concern of the 
Secretary with the same basic objectives that have guided your com- 
mittee in its operations. 

The expansion of the Nation’s industrial activities and technologi- 
cal advances in industrial processes have created additional demands 
in our land, mineral, and water resources. The growth of our popu- 
lation coupled with the high level of the economy has placed greater 
demands on the park and recreation areas and has increased the tak- 
ing of fish and wildlife. There has been greater emphasis on placing 
more Indian children in schools, on improving law and order, and on 
increasing the incentive and capabilities for greater self-sufficiency of 
the growing Indian popul: ition. 

These factors are reflected in increases in Interior’s ap propriations 
for the next fiscal year which provide for some expansion in personne] 
in certain program areas. ‘These expansions which have been care- 
fully weighed and approved by the executive branch and the Congress 
must be reflected in our levels of performance for next year. 

Our immediate concern at this point and quite properly your con- 
cern is how these expansions can be accomplished with the most effec- 
tive utilization of manpower. Our common interest in economy and 
efficiency as well as the very scarcity of skilled personnel require that 
we follow a prudent course of action. You can be assured that the 
Department of the Interior will limit manpower increases for expanded 
programs to the minimum. <A good example of this attitude is our 
program for the staffing of the Bureau of Reclamation to carry out 
the Colorado River storage project, which is explained in detail later 
in this statement. 

The efforts of your committee have repeatedly been brought to the 
attention of Interior’s employees and have been helpful in stimulat- 
ing interest and bringing about results. Copies of Interior’s initial 
report of November 14, 1955, have been widely distributed throughout 
the Department as an attachment to a memorandum which called upon 
each bureau to initiate the following five-point program: 

1. A comprehensive review, initi: ally by each first line supervisor, 
and then by each succeeding level of supervision, of all operations 
under his supervision to determine areas where further economies 
might be made. 

2. Review of the implementation of the Secretary’s survey teams 
recommendations, Hoover Commission reports and other management 
reports applying to specific bureaus to determine what additional steps 
might be taken to achieve their full benefit and effect. 

Reexamination of commercial-type operations and fee schedules 
for Government services to assure that the Bureau of the Budget di- 
rectives in these fields are being carried out in the interest of sound 
mi - ugement. 

An intensive survey of selected large-scale, more repetitive bu- 
reau 1 ope rations—i. e., handling of applications, land records, property 
management system, reports and forms, payrolling, accounting, pro- 
curement, ete., to determine where shortcuts could be introduced with- 
out sacrificing quality, new methods adopted, or other improvements 
initiated, 

5. Special actions to make the incentive awards program—sugges- 
tions, superior performance and honor awards—more effective with 
the objective of increasing individual particpation in the program. 
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Reprings of the preliminary report of the subcommittee dated Jan- 
uary 29, 1956, were distributed to the bureaus. A followup article 
entitled “What Has Your Part Been” was distributed to nearly 8,000 
supervisors in the May issue of Management Highlights calling atten- 
tion to this program and asking each supervisor to do his part. 

In our July report to your subcommittee, we expect to describe in 
some detail the more significant projects underway in the Office of 
the Secretary and the bureaus. The following paragraphs briefly 
describe some of these projects and state our position on the specific 
questions raised in your letter of June 14, 1956. 


REVIEW OF COMMERCIAL-TYPE ACTIVITIES 


An examination of commercial activities performed by bureaus of 
the Department reveal that certain of the operations can be curtailed 
or eliminated. As part of a continuing program, this review will 
eliminate a few positions engaged in supporting activities that need 
not be performed by Interior r employees. 

The Bureau of Reclamation is presently preparing specifications 
preparatory to advertising for a commercial contract for offset print- 
ing thus stimineting this operation from the printing plant now 
operated in Boulder City, Nev. Bakeries operated by the Bureau of 
Indian Affairs will be closed and the requirements supplied from local 
concerns. Exceptions will be made, of course, where the bakery is 
operated as part of the vocational training program. In such cases 
the products then produced will be consumed and supplemental con- 
tracts awarded. 

The Bureau of Mines made an extensive study to determine future 
policies with respect to its helium production facilities, the only such 
facilities in the world. 


INCENTIVE AWARDS PROGRAM 


Figures for the first 9 months of the present fiscal year show an 
increase of S2 suggestions received per month over the rate received 
last year. The bureaus and offices recorded 342 more suggestions for 
that period than for the entire 12 months of 1955 fiscal year. They 
adopted 215 more suggestions. Performance-type aw: ards are also 
on the upswing. Individuals and groups participating in awards 
have made contributions with potential savings in man-hours and 
material of more than $7 million during this period. 


NATIONAL PARK SERVICE REVIEW OF PARK OPERATIONS 


As part of the overall management improvement program the 
Director of Management Research and the Assistant to the Director 
of the National Park Service have developed a series of pilot park 
management study outlines. These studies are being conducted of 
each park area by management survey teams consisting of four of the 
regional office top staff. Among the many functions being reviewed, 
each is examined for such factors as: staffing, functions performed, 
assignment of workload; and_ personnel “requirements seasonal 
versus permanent. Reports have been received on the initial studies 
by each region, and all major parks will be surveyed by the end of 
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the year. These studies of stafling are particularly appropriate in 
view of the immediate and long-range expansions in the Nationa! 
Park Service program under mission 66. 


BONNEVILLE POWER ADMINISTRATION PAPERWORK MANAGEMENT SURVEY 


Through negotiations with the Regional Records Management 
Service, General Services Administration, Seattle, Wash., the Bon- 
neville Power Administration had a survey conducted of the paper- 
work management. ‘The final report was submitted during Febru- 
ary 1956, 

‘As a result of this study dollar savings in personnel, time, space, 
equipment, and supplies as well as many intangible benefits will be 
realized. ‘The individual items of direct savings will be small and not 
always felt immediately, e. g., $450 through the use of one form let- 
ter; $1,000 by changing one report: $800 in discarding old corre- 
spondence control slips; and $27,500 from dimasiian of records. 
However, the program also has many long-range benefits in better 
utilization of executive and clerical personnel. 


BUREAU OF LAND MANAGEMENT AREA OFFICE INSPECTION 


A comprehensive management analysis is being conducted of the 
area offices of the Bureau of Land Man: igement. The team making 
the surveys consists of both administrative and program headquarters 
personnel. Each Washington staff officer is provided an opportunity 
to review field offices within the area to determine the adequacy of 
the functional operations which are his concern, The team then 
studies each organization element and observes work practices to 
identify deficiencies and improve operations. 

One of the most beneficial results of these studies are discussions 
held at the end of the study with participation by the team members 
and key field personnel in which all the operations in the area are 
reviewed. 

One area study has been completed and another is scheduled for 
later this year. 

FUNCTIONAL MANPOWER REPORTING 


While considerable thought has been given to the possibilities of 
designing a functional manpower reporting system along the lines 
your subcommittee has suggested, we have not taken any specific action 
in this direction. This particular approach to manpower utilization 
does not appear to be as profitable or necessary in a civilian agency 
with diverse programs such as Interior as it might be in the larger 
military agencies where more standardized operating units frequently 
exist and controls through the organizational structure and budget 
may not be adequate. 

It has been the experience of this Department that in measur ng and 
evaluating performance there is only limited comparability of func- 
tions among different areas of a single bureau and even less aan 
different bureaus. In fact, where studies have been made, the lack of 
comparable data has been such a handicap even for the most measur- 
able functions, that the practical application of the results within a 
single bureau is questionable. 
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To extend these comparisons activity by activity between bureaus or 
bet ween departments would not appear to be particularly meaningful. 
Further, this type of functional approach when applied in Interior 
would be at variance, and often in conflict, with our primary chain of 
command from the Secretary to the bureau heads and to the field 
offices of the bureau. In order to be effective, the reporting system and 
the programs of corrective actions should parallel the basic pattern 
of organization. This organization pattern in Interior is essentially 
functional in character divided on the basis of major substantive pro- 
grams. Accordingly, our personnel statistics are collected on this 
basis. 

However, you can be assured that we will continue to give your sug- 
gested manpower reporting system further attention. Further efforts 
by your staff to refine this approach and the opportunity to review 


St ees applications to operations compari able to those of Interior will 


e appreciated. 
FUNCTIONAL SURVEY OF INDIAN EDUCATION 


The functional survey of the Indian education program was begun 
on April 18. The survey was conducted by a team composed of three 
representatives from appropriate staff elements of the Office of the 
Secretary. Assigned to the team in a liaison capacity was a top official 
on the education staff of the Bureau of Indian Affairs. Included in 
the survey was a 5-week trip to representative field organizations and 
installations. The team is now in the process of completing its written 
report. 

The survey team concentrated its efforts on analyzing the supervi- 
sion pattern of the program, the basis used for determining staff and 
fund requirements, the general level of staffing in relation to workload, 
the advance programing of future education loads, and requirements 
for facilities and the general management of education operations. 


FUNCTIONAL SURVEY OF LAND APPRAISAL ACTIVITIES 


The committee appointed to study land-appraisal practices in the 
Department has co mpleted its work and has submitted a report con- 
taining 27 recommendations. Department officials are considering the 
report, and it is anticipated that in the near future the Secretary will 
issue instructions concerning implementation of the report recom- 
mendations. 

The land-appraisal report contains several recommendations which 
have a direct relationship to manpower utilization. These include 
requirements for legal review of appraisal reports, the substitution 
of 1-man staff appraisers for 3-man appraisal boards and the greater 
interbureau exchange of specialized appraiser personnel. 


BUREAU OF RECLAMATION EMPLOYMENT PROGRAM FOR THE COLORADO RIVER 
PROJECT 


The Bureau of Reclamation in collaboration with the Office of the 
Secretary has moved energetically to control the employment required 
to initiate construction of the Colorado River stor age project author- 
ized by Public Law 485, 84th Congress. This new act authorized con- 
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struction of 4 storage units, 11 participating projects, and a transmis- 
sion division. In fiscal year 1957 Congress has appropriated funds 
to initiate construction on Glen Canyon Dam which will be a second 
Hoover Dam in size, and the Flaming Gorge and Navajo Dams. 

To hold new employment to a minimum for work on this project and 
on other major work recently authorized by the 2 ongress such as the 
Trinity division of the Central Valley project in California, the Com- 
missioner of the Bureau of Reclamation on May 7 announced that the 
Bureau procedures for employment forecasting were being augmented 
and strengthened by the establishment of a special roster containing 
the names and basic qualifications information on all employees in 
grades GS-9 through GS-14. No vacancies in the bureaus in grades 
GS-9 and above may be filled until a list of all qualified employees in 
the bureau has been obtained from the roster. Selection for filling the 
vacancies is made from the roster on the basis of merit, fitness, and 
individual potential for advancement to higher levels of work. Where 
these factors are equal, prior consideration is given to employees on 
projects that are nearing completion. 

It is through this roster control that all areas of the Bureau are 
canvassed to obtain present employees for participation in new work 
areas such as the Colorado River storage project. This is in addition 
to regular personnel forecasting procedures which require the report- 
ing of impending surpluses of employees at projects nearing comple- 
tion. 

On June 11, 12, and 13 there was held in Denver, Colo., a meeting of 
personnel officials of the Bureau, who, through panel discussions, ex- 
plored the mechanics of locating qualified personnel within the Bureau 
for reassignment and the best means of expediting the transfers under 
established regulations. 


FISH AND WILDLIFE SERVICE REORGANIZATION 


No final plans have been approved for the reorganization of the Fish 
ind Wildlife Service. The Secretary of the Interior has indicated 
after a conference with various interested groups that he would have 
this matter given a restudy before final action is taken. Such a separa- 
tion, if made, would necessarily result in some increase in the top 
management staff and facilitating services. Every effort would be 
made, however, to minimize these increases and to offset them where 
possible with other adjustments in the headquarters and field organiza- 
tions. 


POSITION RECLASSIFICATION ACTIONS 


Your specific inquiry as to the approximate number of position re- 
classification actions (in title, series, or grade) made annually and the 
average number of man-hours required to process each action is diffi- 
cult to answer with exactness. In the Department of the Interior the 
authority for effecting personnel actions, including classification, has 
been delegated to the heads of bureaus. They in turn have redelegated 
this authority in part to their regional directors and, in some instances, 
to field offices beyond the regional level. For this reason, it is prac- 
tically impossible to furnish an accurate count of reclassification ac- 
tions on an annual basis for the Department without a special de- 
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partmentwide report. The average man-hours per action are equally 
difficult to determine. 

Our best estimate as to the correct answer to your question is 14,800 
reclassifications annually, with an average of 4.5 hours per action. In 
arriving at these figures, I have taken a sampling of actions in the 
headquarters offices ‘of some of our bure: ius, including their estimates 
of the time spent by classifiers as well as by the employees, super- 
visors and administrators concerned. These figures have been pro- 
jected to the average total number of employees in the Department for 
the calendar year 1955. 

I wish to take this opportunity to thank you for permitting us to 
make this presentation and to express my appreciation for the work 
of your subcommittee and the cooperation shown by your staff in carry- 
ing forward this important program for improving the operations of 
the Federal Government. 

Mr. Davis. Thank you, Mr. Beasley, for your statement, which we 
have followed with a great deal of interest. 

There are several things I think we would like to discuss with you 

in connection with it. For instance, on page 2 of your statement you 
say you have to provide for some expansion in personnel in certain 
program areas during the present fiscal year. Aside from the Colo- 
rado River project, what program areas are involved in these pro- 
posed expansions ¢ 

Mr. Beastry. The major program areas are in the Bureau ot Land 
Management where increases have been provided to administer some 
new laws enacted at the last session of Congress in connection with the 
management of the public lands. I can give you the approximate 
number involved in that expanded progr: ; additional positions 
have been authorized. 

A second area of increase is in the Bureau of Indian Affairs and 
particularly in the educational field and in the management of Indian 
trust property. The total of such increase in the Bureau of Indian 
Affairs is 552 additional positions. 

In the Geological Survey, it is estimated there will be an increase 
of 394 positions, which is a part of the mineral policy of the Govern- 
ment. I might add, however, with respect to these 34 positions that, 
by reason of the contr ibutions that are made by the States in cooper- 
ative work, only 242 represent a charge against Federal funds. 

The Bureau of Mines will have an increase in its minerals and metals 
program. The total increase in the Bureau of Mines is estimated 
at 556, 

The National Park Service, by reason of the increase made as a 
part of the mission 66 program— 

Mr. Davis. What is mission 66 program ? 

Mr. Brastey. Mission 66 is a 10-year program providing for the 
development of the parks to meet what is expected to be the visitation 
load in the fiscal year 1966, which will mark the 50th anniversary of 
the national-park system. 

Mr. Davis. How many are there? 

Mr. Brastry. 170 for the present fiscal year 

Mr. Davis. 170? 

Mr. Brastey. Yes. 

Mrs. Prost. Additional ? 

Mr. Beastry. Additional. 
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Mrs. Prost. Right at that point, Mr. Chairman, might | 
question 4 

Mr. Davis. Mrs. Pfost. 

Mrs. Prost. That would bring the total in the National Park Serv- 
ice to what grand total number of Federal employees / 

Mr. Brastey. About 4,700. 

Mrs. Prosr. Thank ‘you. 

Mr. Davis. Very well, proceed. 

Mr. Beastey. The Fish and Wildlife Service, it is estimated that 
101 additional positions are authorized through increased funds for 
fiscal year 1957. 

Mrs. Prost. How many are employed at the present time? 

Mr. Breastey. That will bring the total employment of the Fish and 
Wildlife Service up to about 3,900. 

Mrs. Prosr. Thank you. 

Mr. Beastey. In the Office of Territories there are no additional 
positions contemplated for the fiscal year 1957. 

Mrs. Prosr. Mr. Chairman, may I ask the usual question / 

Mr. Davis. Mrs. Pfost. 

Mrs. Prosr. How many are employed in the Office of Territories / 
Do you have that total? 

Mr. Brastey. 2,550. 

Mrs. Prost. Thank you. 

Mr. Brastry. I would like to go back and to check the figure I 
gave you on the Park Service to be sure I gave you the right one. 

Mrs. Prost. You gave me 4,700. 

Mr. Breastey. That should be about 4,300. 

Mr. Davis. I think it would be well for you to give us the total on 
all the departments and bureaus which you mention. 

Mr. Beastry. It is estimated that under the appropriations which 
have already been made for fiscal year 1957, a total of 3,241 additional 
positions are authorized for the Interior Department. I would like 
to mention in connection with that figure 

Mr. Davis. Is that for 1957? 

Mr. Brastey. That is correct, Mr. Chairman. And I would like 
to mention in connection with that the reference in my prepared state- 
ment that the Secretary has asked that he be advised concerning these 
proposed expansions, that he wants personally to look into them be- 
fore any action is taken to add any new personnel. 

Mr. Davis. You have not given us the areas, or the bureaus, in which 
all of those 3,241 will be employed 4 

Mr. Brastry. No, sir. I did not give you the increases contem- 
plated in the Bonneville Power Administration, which involves a total 
of 59 new positions, which would bring their employment up to about 
2 200, 

Mr. Davis. How many additional there? 

Mr. Brastey. Fifty-nine. 

Mrs. Prosr. And that brings Bonneville Power Administration to 
what ¢ 

Mr. Breastry. Approximately 2,200 or 2,300. 

In the Bureau of Reclamation there is a total of 931 additional posi- 
tions authorized by the appropriations for 1957. 

Mrs. Prost. 931? 
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Mr. Beastry. Yes; 931. That would bring the total employment 
to approximately 11,000. 

I have excluded from these figures temporary personnel, inasmuch 
as they are seasonal in character and do not reflect the permanent 
employment of the Department. I have the maximum number of 
tempor: iry employees engaged during the course of the year, and it 
might be well for your committee to ha ave that. 

Mr. Davis. Yes; let us have that. 

Mr. Bras.ey. 13,600. 

Mrs. Prosr. In all departments ? 

Mr. Beastey. In all departments; yes. The largest area of sea- 
sonal employees is in the Park Service, and that is 4,700. That is 
where I gave you the incorrect figure a while ago. 

Mrs. Prost. You gave me 4,700 first and corrected it to 4,300. 

Mr. Beastry. That is correct. 

rps Prosr. Do you mean they would have 4,300 regular employees 
and an additional 4,700 tempor: ary or seasonal employees / 

Mr. Beastey. Yes. But it does not mean they will have a maxi- 
mum of 9,000 employees at any one time. The seasonal employees 
will fluctuate during the course of the year. 

Mr. Davis. Have you given us all the permanent employees? 

Mr. Brastey. I have given them all except these, which I will be 
glad to give to you: 

The Office of the Solicitor has 2 additional positions authorized, 
which would increase the total employment in the Office of the Solici- 
tor to 370 positions. 

In the administration of the Department, that is, the Secretary’s 
Office, there is an increase of 4 positions which would bring the total 
oe nt in the Office of the Secretary to approximately 975. 

Mr. Gross. Mr. Chairman, may I ask a question at that point ? 

Mr. Davis. Mr. Gross. 

Mr. Gross. What would be the grade of the employees in the Sec- 
retary’s oflice, do you have any idea ¢ 

Mr. Beastey. The new employees? 

Mr. Gross. The new y employ ees. 

Mr. Brastey. There are two 13’s; one 7; and one 5. 

Mr. Gross. Thank you. 

Mr. Atexanper. Mr. Chairman, 

Mr. Davis. Mr. Alexander. 

Mr. ALexanper. Could you give us the total in the Geological Sur- 
vey, Bureau of Mines, and those that we did not get the totals on! 

Mr. Brastey. The Geological Survey will have a total of about 
6,950 employees including the increases authorized for 1957. 

The Bureau of Mines will have about 4,600. 

Mrs. Prost. How much is the increase in the Bureau of Mines? 

Mr. Breastey. The increase in Mines is 336. 

Mrs. Prosr. Thank you. 

Mr. Brastey. For the Bureau of Indian Affairs, the total employ- 
ment will be about 10,500. 

Mr. Davis. What about the Bureau of Land Management ? 

Mr. Brastry. For the Bureau of Land Management the total em- 
ployment will be 2,100 permanent positions. 

These figures I have given you include people who are currently 
employed plus vacancies ‘plus new position, 


ae alae eI 


: 
i 





a a 


~~ tt oh to 


—~ 


ff 


as 


fad © edo em bey 








MANPOWER MANAGEMENT IN THE FEDERAL GOVERNMENT 9Q] 


Mr. ALexanper. What is the total regular permanent employees 
in the Department as of 1957 ¢ 

Mr. Breastey. You want actual employment figures as of the latest 
available date / 

Mr. Atexanper. The figures you have given us, what do they total 
for 1957? 

Mr. Brastey. 49,750. 

Mr. Gross. That includes the proposed increases ? 

Mr. Brastey. Yes, and vacancies. 

Mr. Davis. And does not include the temporaries ? 

Mr. Beastey. Does not include the 13,600 temporary employees. 

With respect to the total of 49,750, as of June 1 there were 42,772 
actually occupied. 

Mr. Aexanper. What was that figure again ? 

Mr. Beastry. 42.771. 

Mr. ALexanper. Actu: ally filled now ? 

Mr. Brastry. Yes, sir; 3,741 are vacant positions; 3,241 are newly 
authorized positions. 

Mrs. Prosr. 3,241 newly authorized positions ? 

Mr. Breastry. Yes. 

Mrs. Prost. And the other figure was 3,741 vacant positions ? 

Mr. Beastry. Yes. 

Mr. Gross. Mr. Chairman. 

Mr. Davis. Mr. Gross. 

Mr. Gross. In view of the number of vacancies, why the new-jobs 
authorization ? 

Mr. Beastey. That is not an easy question to answer. I should like 
to emphasize that the vacancies largely result from the manpower- 
utilization program in the Dep: artment, and I think it is in carrying out 
the chairman’s opening remarks that we should not view the authoriza- 
tion of funds as authority to fill unnecessary positions. 

Mr. Gross. Then you take the position that the new authorizations 
will not be used / 

Mr. Brastrey. The new authorizations will be used to a very large 
extent; yes. 

Mr. Gross. Then will the vacancies be filled, too? 

Mr. Breastey. Many of them will; yes. Some of the vacancies are 
in shortage categories where it is not easy to recruit, and others are 
the normal vacancies that will exist in any organization with approxi- 
mately 50,000 employees. You cannot keep them all filled at any 
one time. 

Mr. Gross. I understand that; but 3,000 vacancies is quite a lot to 
fill, plus an additional 3,000. 

Mr. Beastry. Yes; and I would say it is due almost entirely to the 
manpower-utilization program. 

Mr. Gross. Going back to your statement on the Fish and Wildlife 
Service proposed reorganization, you say, “No final plans have been 
approved for the reorganization of the Fish and Wildlife Service.” 
Are you familiar with the Bonner bill, or the bill from the Merchant 
Marine and Fisheries Committee, which will probably come up before 
the House under suspension of rules today, providing for a reorgan- 
ization of the Fish and Wildlife Service? Is that why no reorgan- 
ization plan has been approved ? 
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Mr. Brastry. That is in part the reason. I am acquainted with 
the bill, having studied it over the weekend; but the principal reason 
is that the Secretary had assured the parties at interest that he would 

restudy it, and that restudy has been going on, and, in the light of 

the legislation which has just been reported ‘by the Bonner committee, 

l should think that we may await further developments on that. I 
really do not know. 

Mr. Gross. I have here the report on H. R. 11570, the bill providing 
for a reorganization of the Fish and Wildlife Service. At no place 
in this report do I find approval by the Department of the Interior. 
Has the Secretary of Interior approved this bill ? 

Mr. Brastey. He has not approved the bill in its present form. 

Mr. Gross. Is he opposed to it? 

Mr. Beastrey. I do not think it can be said that he is opposed to it. 

Mr. Gross. What is his position, then? 

Mr. Brastey. I am not sufficiently acquainted with it, Congressman 
Gross, to state definitely. 

Mr. Gross. It is rather important at this time, when we are dis- 
cussing manpower with respect to the Fish and Wildlife Service, 
that we know. 

Mr. Brastey. Assistant Secretary D’Ewart is up here this morning 
on that very subject, and not knowing the nature of the position he 
will take, I am unable to advise the committee in regard to it. 

Mr. Davis. Where is he this morning? 

Mr. Beastey. I am of the impression he is with Congressman 

sonner. I cannot say definitely. He asked me for some information 
this morning, stating he had to oo to the Hill in regard to that 
bill. Whom he is discussing it with, I do not know. 

Mr. Davis. Leaving out the new bill entirely, it is proposed to add 
401 new employees in the Fish and Wildlife Service regardless of 
whether this bill passes or does not pass. Do I understand that to be 
correct 4 

Mr. Brastry. Yes, sir. 

Mr. Davis. Well, now, what are those 401 being added for? 

Mr. Brastey. Two are being added under the activity administra- 
tion of fish and game laws. 

Mr. Davis. What grade are the two? 

Mr. Brastey. I do not have the grade. They will be in the lower 
level. In fact, all of the increases in the Fish and Wildlife Service 
would be at the lower levels because they are in the operating functions 
of the Fish and Wildlife Service. Twenty-five are being added under 
the activity propagation and distribution of food fishes. That is the 
fish hatcheries. They will be of the very lowest grades. 

Mr. Davis. What do you call low levels / 

Mr. Brastey. I would say these positions would run from grade 3 
to grade 5, the majority of them. 

Mr. Davis. And when you refer to low levels, where do you start 
going down ¢ 

Mr. Brastey. Grade 9 is the breaking point that is commonly used. 

Mammal and bird reservations, 226. 


Mr. Davis. What will they do and why is it necessary to have that 


large increase ¢ 


Mr. Beastey. They are on the refuges, fish and wildlife refuges. 
They are engaged in the planting of crops, the harvesting of crops, 
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the general maintenance of the refuges, the buildings, and facilities. 
They all have water-control facilities that need constant maintenance. 

Mr. Davis. How many do you have doing that work now 4 

Mr. Brastey. A total of about 170. And there should be this fur- 
ther explanation given, Mr. Chairman. ‘This is not a net increase in 
the sense of a comparison of number of employees currently engaged. 
For the past 2 or 3 years the mammal and bird reservations hi ave been 
maintained in large part from the migratory bird conservation fund. 
The appropriation this year restores direct appropriations for the 
cost of operating and maintaining these facilities, and the migratory 

bird conservation funds are being used for the acquisition of lands 
and for the protection of the migratory birds. 

Mr. Davis. You are more than doubling your present force 

Mr. Beastey. On this comparison; yes, sir, that is true. 

Mr. Davis. How many of these wildlife and game refuges are 
there ? 

Mr. Beastey. 264, comprising approximately 18 million acres of 
land. 

Mr. Davis. Go ahead and give us the balance of your breakdown. 

Mr. Berastey. There is an increase of 22 in the activity river-basin 
studies; and an increase of 41 in the activity control of predatory 
animals and injurious rodents. 

Mr. Davis. What do these activities embrace ? 

Mr. Brastey. Studies and surveys are made in proposed areas of 
water-use Federal projects, navigation, irrigation, and drainage proj- 
ects, and so on, to see that adequate measures are taken for the protec- 
tion of fish and wildlife. 

The 41 for control of predatory animals and injurious rodents pro- 
vide for the protection of sheep, cattle, poultry, and game from 
destruction by predatory animals, and the prevention of destruction 
of crops and feed supplies, timber resources, and so forth, by injurious 
rodents. 

There is an increase of 9 for management and investigation of 
fish and wildlife resources in Alaska; 25 percent of the proceeds 
derived from the sale of sealskins and fur-seal byproducts is used to 
supplement appropriations for the management and investigation of 
fish and wildlife resources in Alaska, including construction. 

Thirty-three positions for research on birds and mammals to pro- 
vide data for administering the Migratory Bird Treaty and Lacey 
Acts, wildlife population studies, studies of causes of wildlife deple- 
tion, studies to improve wildlife management methods, studies to 
improve bird and mammal control methods, and cooperative wildlife 
research units to cooperate with universities and other research units. 

Mr. Davis. Do they operate in the field or in an office somewhere ? 

Mr. Brastry. In the field. Nearly all of these increases in the 
Interior budget will be in the field. 

Mr. Davis. With reference to the unfilled vacancies, how long have 
these vacancies been unfilled ? 

Mr. Beastey. I do not have information that would provide you 
with satisfactory information on that. Some of these vacancies have 
existed for many months. 
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Mr. Davis. You are not able to give us any kind of a breakdown 
on that? 

Mr. Brastry. I believe an indication of our employment would 
provide some answer to that. 

Mr. Davis. Well, let me ask you this. I want you to cover the other 
question, but first let me ask you, when the justification for the 
appropriations was being made this year, were these vacancies called 
to the attention of the Appropriations Subcommittee ? 

Mr. Brastey. I do not believe they were discussed specifically. 

Mr. Davis. Who made the presentation before the Appropriations 
Subcommittee, Mr. Beasley ¢ 

Mr. Beastey. The heads of each of the agencies of the Department. 

Mr. Davis. Why did they not discuss these vacancies with the sub- 
committee ¢ 

Mr. Brastey. They had employment figures available at the time we 
appeared before the committee, but I do not recall their being dis- 
cussed, Mr. Chairman. 

Mr. Davis. Do you know why they were not discussed ? 

Mr. Beastey. No, sir; I do not. 

Mr. Davis. Would it not have been a very proper thing to do, in 
discussing the justification for the appropriation and in discussing 
new positions of 3,241, do you not think it would have been most 
fitting and appropriate to discuss with them also the vacancies ex- 
isting of some 3,741 ? 

Mr. Beastey. There was certainly no objection on our part to 
discussing it. Our practice before the Appropriations Committee 
has always been to respond to their questions on any subject they 
wish to raise, and our instructions generally have been, based on 
advice of the committee, to respond briefly to the questions raised by 
the various members of the committee. I do not intend to reflect on 
the committee as to why the information was not brought out. There 
have been times when most of the time has been devoted to employ- 
ment. But I cannot say that was true this year. 

Mr. Davis. The situation with reference to that, then, is, as I un- 
derstand it, that the 3,741 vacancies were not discussed with the 
Appropriations Subcommittee, and the reason they were not discussed 
is that the subcommittee just did not ask any questions about it? 

Mr. Brastey. I would say that is a proper summation of it. There 
were employment figures supplied to the committee, that is, the total 
number of positions authorized and the new positions that were being 
requested. Those statistics are in the printed hearings of the Ap- 
propriations Committee. 

Mr. Davis. But there was no discusison about the 3,741 vacancies? 

Mr. Brastey. I do not recall any. 

Mr. ALExaNnperR. Mr. Chairman. 

Mr. Davis. Mr. Alexander. 

Mr. Atexanper. I wonder if you could give us the amount of ap- 
propriations for each of the last 5 years and also the amount that 
was actually used of the appropriations by the Department of the 
Interior ? 

Mr. Breastey. I could only give you a part of that at this time. 

Mr. ALexanpeR. Could you supply it for the record? 
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Mr. Beastey. Yes. I could give you the appropriations to the 
Department for the last 7 years, beginning with 1951, if you would 
like that. 

Mr. ALExaNperR. I would like to have that along with the amount 
that was actually used or the amount that was turned back for the 
record. 

Mr. Gross. Will the gentleman yield ‘ 

Mr. ALexANper. Yes. 

Mr. Gross. Could that be broken down as to compensation for 
employees ? 

Mr. Beastey. Yes. 

(The information requested follows :) 


Comparison of available funds and obligations for personal services and other 
objects, fiscal years 1951 through 1956 


Available Obligations | Returned to 














funds ! | Treasury 2 
1951: 
Personal services. -.- ae aod . -.| $232,338 198 | $221, 787, 808 |.............. 
All other objects -- bia : 525, 852, 838 458, 954, 242 & 
ae A ae a oe BE a 758, 191, 036 680, 742, 140 $3, 849, 740 
1952 | | 
Personal services..........-- Sn Gas ‘ | 247, 306, 989 242, 918, 188 255 
en ON cae edie enneee i ‘ a 451, 736, 019 374, 943,191 | pwtnnie 
WG sateen ce Sjavebanb itemise bacuabunuewdsedencney ) HONE OG eee 617, 861, 379 3, 107, 580 
1953: i 7 
Personal serviees....2~........<«.:. i <eectetes 263, 128, 411 BUR: BO BOO Finn décuccmn 
Ee OE Go ncscekewis concmqudcckeconsenann a 501, 558,478 | 424, 940, 512 
a Rg -ec------------| 764, 686,889 | 675, 291,072 8, 934, 271 
1954: 
Personal services...........-.- eS -- ---y 245, 902,337 | 235, 449, 036 | -- 
PG I a earsaninic occ whic Mendaninkiernnendones ch 409, 032, 141 338, 997, 757 | is 
I icin oe cutidacdeaninwan Ce eee ie aan 654, 934,478 | 574, 446, 793 6, 847, 325 
1955: | = 
Personal service.......--. ‘ seeshatiemd betas 240, 380,214 | 234, 748,230 |.............. 
All other objects.....-- : Ada taie Obtained hed call oil | 440,086,296 | 344, 682, 864 aici aaa 
Serentneiosianindasase = ————EE 
Petal css ec Meche haheaihiastatais tees estas Westescdeesenmess) O00608, 510! 570,481,108 2, 029, 149 
1956: ae oi ix 
Personal services............- : iidimpintkneknaacnst Late) B98 Ti acnaieeiin 
pS ER a eee ee ‘ee cer ee 455,493,949 | 388, 161, 288 saa 
cesta pliailindintitcb cbse enidaiaa gunk iiss cintdnmuheat 699, 784,212 | 627, 504,059 | 3, 749, 142 








1 Includes all funds available to the Department of the Interior for financing operations. Unobligated 
balances of no-year funds are carried forward until obligated or rescinded. 

? Includes funds that are made available for a limited period of time, as no-year funds are available until 
expended. Does not include unobliguted balances of working funds which are returned to the agency that 
made the advance. 


Mr. Gross. Is that what you wanted to get at ? 

Mr. ALEXANDER. Yes. 

Mr. Gross. Mr. Chairman. 

Mr. Davis. Mr. Gross. 

Mr. Gross. In the Fish and Wildlife Service, if this reorganization 
goes through it provides for an Assistant Secretary for Fish and Wild- 
life and directors for each of the departments, and if the reorganization 
goes through the Fish and Wildlife Service will inherit automatically 
these additional 401 employees $ 
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Mr. Beastey. That is right. 

Mr. Gross. I would like to go back to the utilization of manpower 
in the past. I will take you back to October 15, 1952, when Mr. Jesse 
Thompson was Chief of the Game Management Division of the Fish 
and Wildlife Service. Is that correct ? 

Mr. Beastey. Yes. 

Mr. Gross. On that date he received a registered letter giving him 
30 days’ notice of intent to terminate his employment with the Fish 
and Wildlife Service under charges preferred by one Albert Day, 
Director of the Fish and Wildlife Service, that he had committed 
actions which rendered him unsuitable for further service. The letter 
indicated the charges were based on actions committed prior to No- 
vember 15, 1951, and ending February 1, 1952. 

On November 5, 1952, Mr. Thompson appealed to the Civil Service 
Commission from the order of suspension and his discharge by the 
Department. On December 11, 1952, his restoration to his former 
status was recommended by the Chief Law Officer of the United States 
Civil Service Commission. Is that correct, or approximately correct, 
according to your memory ? 

Mr. Brastey. Yes; itis. 

Mr. Gross. What happened to Mr. Thompson when he was ordered 
restored to his former status by the Chief Law Officer of the United 
States Civil Service Commission ? 

Mr. Beastey. Following his reinstatement, charges were again pre- 
ferred to overcome the deficiencies in the original charges, the defi- 
ciencies which the Civil Service Commission said were such that he 
could not be dismissed. Following the filing of those charges and the 
reply made by Mr. Thompson—his reply, I believe, was submitted 
around February 1, 1953—no action was taken because of the difficulty 
in the Department of separating Mr. Thompson on charges which had 
become somewhat involved in personalities with other people. 

The answer to your question can only be on the basis that we did not 
feel that the Department would be justified in separating Mr. Thomp- 
son on the basis of the record before it. 

Mr. Gross. Despite the order of the Civil Service Commission that 
he be restored to his job, he was not restored to his job; is that correct ? 

Mr. Brastey. He was restored to the grade and salary he held at 
the time he was improperly dismissed, but he was not restored to the 
duties that went with the job. 

Mr. Gross. Because at the same time Mr. Linduski, whose job de- 
scription in no sense qualified him as an enforcement officer; is that 
correct 4 

Mr. Beastry. I do not know. 

Mr. Gross. You know Mr. Linduski’s job description ? 

Mr. Beastey. Yes. 

Mr. Gross. You know he had had no experience as an enforcement 
officer ; he was a biologist ? 

Mr. Breastey. He was a biologist. Whether he had had enforce- 
ment experience, I do not know. 

Mr. Gross. He was placed in the job formerly held by Mr. Thomp- 
son ¢ 

Mr. Brastey. Yes. 
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Mr. Gross. And when Mr. Thompson was reinstated he was placed 
in an office with no telephone and his name was not listed in the Interior 
Department directory. Is that true? 

Mr. Beastey. | am told that was true. 

Mr. Gross. And he drew compensation at about $10,000 a year. Is 
that correct / 

Mr. Beas.try. Substantially correct. 

Mr. Gross. In other words, Mr. Thompson performed no duty even 
remotely corresponding to his job description; is that not true? 

Mr. Brastey. 1 would have to agree with that statement. 

Mr. Gross. Did the Civil Service Commission take any action, to 
your knowledge, requiring Mr. Thompson to be placed, as their order 
directed, in his former job ? 

Mr. Brastey. They called to our attention that something had to be 
done because it was not in conformity with the civil-service regula- 
tions. At that time Mr. Thompson was considering retirement, and 
we were trying to correct what can be said was an injustice to Mr. 
Thompson because of the improper manner in which dismissal pro- 
ceedings had been filed. Frankly, I became very sympathetic with 
his case and tried to work it out. 

Mr. Gross. 1 appreciate that, Mr. Beasley. But the fact remains 
that the Civil Service Commission issued an order that this $10,000-a- 
year man be restored to his official duties, and the Civil Service Com- 
mission did nothing more by way of enforcing that order. Is that 
correct ¢ 

Mr. Beastrey. They did something to enforce their order. They 
called our attention to the fact. 

Mr. Gross. Then you are saying the responsibility rested with the 
Interior Department for this duplication of having two men in this 
$10,000-a-year job, one absolutely doing nothing ¢ 

Mr. Brastry. He was doing something, but was not doing the level 
of work for which he had been paid. 

Mr. Gross. All he did for a period of 2144 years or more was to 
prepare some sort of manual; is that correct ¢ 

Mr. Brastry. He was assigned the duty of preparing a report on 
the history of law enforcement in fish and w ildlife. 

Mr. Gross. And that work consumed 2 or 3 months ? 

Mr. Brastry. I do not know the time. 

Mr. Gross. And the remainder of his time he sat in an office with 
no telephone, not listed in the directory, and with no duties corre- 
sponding to his job description ; is that correct ¢ 

Mr. Brastey. I do not know one way or another. I am inclined to 
think you are correct. 

Mr. Gross. It was only last year he was finally driven from the 
Service by the same Albert Day ? 

Mr. Brastey. He survived Mr. Day in the Service. 

Mr. Gross. If you want to call it survival, by a number of hours or 
days, as I recall. But it seems to me that is an appalling situation 
when a man with the 20 years of experience that Mr. Thompson had, 
ordered by the Civil Service Commission returned to a job from w hich 
he was fired by Mr. Day, is not returned to that job and the Depart- 
ment of the Interior has two men on the payroll at $10,000 each to do 
the same job, only one in fact doing that job. That is the sort of thing 
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this committee wants to get into. We would like to know if you have 
other situations of that kind in the Department of the Interior. 

Mr. Beastey. I do not think we have any more, Congressman Gross, 
and I would like to say this, that I was in on the consideration of the 
Thompson case long before it got to the Civil Service Commission, 
and I was of the opinion that there was a deficiency in the charges 
that had been filed against him, and I asked that they be withdrawn 
and started anew if they wanted to proceed. I was told by lawyers 
and personnel people advising me that they were adequate to stand 
up, and I yielded to them with the understanding that if it should 
later prove that the Civil Service Commission found them insufficient 
and overruled the Department, I would never rely on their advice 
again. Once you are overruled by the Civil Service Commission you 
have difficulty in adjusting personnel action, and we need to have 
better personnel management within the Department, and I believe 
we have that today. 

Mr. Gross. Secretary McKay was well aware of this situation, 
as were his subordinates and the top-level people in the Department; 
is that correct ? 

Mr. Brastry. Secretary McKay was aware of this. 

Mr. Gross. He certainly was, and yet the situation continued until 
1955. He was apprised of the facts in 1953, and the situation continued 
until 1955; is that correct? 

Another observation I would like to make for the record is that 
Mr. Day, in complete violation of civil-service rules and regulations, 
went to the enforcement agents throughout the country and asked for 
statements derogatory to Mr. Thompson. Are you aware of the con- 
fidential statement he circulated throughout the Fish and Wildlife 
Service ? 

Mr. Brastry. I am aware of some statements that came in from the 
field people stating, “Pursuant to your request I am sending this state- 
ment,” which would confirm your statement. 

Mr. Gross. And nothing was done by the Civil Service Commission 
or anybody in the Department of the Interior, including the Secretary 
or the Solicitor, by way of action to estop Mr. Day or to punish him 
for violation of civil-service procedures in asking for these statements 
and after obtaining them circulating them throughout the Fish and 
Wildlife Service? 

Mr. Brastey. I would not say nothing was done, because when that 
was done Mr. Davy was head of the Fish and Wildlife Service, and, as 
you know, he was changed from that position in 1953. 

Mr. Gross. But a considerable time had elapsed between the time 
Mr. Day asked for these statements from the regional areas of the 
country, the game-management officers or whatever they are, and 
then circulated them, and the time Mr. Day eventually was deprived 
of his position as Director of the Fish and Wildlife Service; is that 
not correct ? 

Mr. Brastey. He obtained the statements prior to that time; yes. 

Mr. Gross. Thank you, Mr. Chairman. 

Mr. Davis. Of course, I assume that while Mr. Thompson was out 
of his job under that first discharge order, when he was reinstated 
they paid him for all the time he was out ? 

Mr. Beastey. That is correct. 

Mr. Davis. How long a period of time was that? 
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Mr. Beastey. From sometime in late October or early November 
until December. It was less than 60 days. 

Mr. Davis. Less than 60 days? 

Mr. Breastey. Yes. 

Mr. Davis. I want to get back to these vacancies, the 3,741 vacancies. 
Can you give us a breakdown as to where these vacancies exist and 
how long they have existed ? 

Mr. Beastey. I can give you a breakdown as to where they exist. 
As to the average time, ‘I would have to conduct a further study. 

Mr. Davis. Give us the information you have. 

Mr. Brastey. There are eight vacant positions in the Southeastern 
Power Administration. 

There are 44 vacant positions in the Southwestern Power Admin- 
istration. 

There are 67 vacant positions in the Bonneville Power Admin- 
istration. 

There are 1,053 vacant positions in the Bureau of Reclamation. 

In the Bureau of Land Management there are 178 vacant positions. 

In the Bureau of Indian A ffairs there are 938 vacant positions. 

In the Geological Survey there are 288 vacant positions. 

in the Bureau of Mines there are 367 vacant positions. 

In the National Park Service there are 425 vacant positions. 

In the Fish and Wildlife Service there are 243 vacant positions. 

In the Office of Territories there are 54 vacant positions. 

In the Virgin Island Corporation there are two vacant positions. 

And in what we call the other departmental units, there are 73 
vacant positions. 

Mr. Davis. Now, I would like to have you furnish for the record 
the length of time that these vacancies have existed, if you will. 

Mr. Beastry. I will be glad to do that, Mr. Chairman. 

Mr. Davis. First, explain as to why with these vacancies existing, 
it is necesss iry to put on additional employees. I notice, for instance, 
in the Bureau of Indian Affairs that there are 938 vacancies and it is 
proposed to add 552 new employees there. 

Mr. Brastry. Yes, sir. Most of those vacant positions, or many of 
them, in the Bureau of Indian Affairs, are in education and schools. 

There are 427 vacant positions in the educational program in the 
Bureau of Indian Affairs. 

There are 114 newly authorized positions in 1957. I think it can 
be said that these are positions that must be filled in order to provide 
education to the Indian children, which is an aaron upon program, 
as far as Iam aware of both the executive and legislative branches of 
the Government. 

Mr. DawaD. If it is necessary to have them, then the program has 
certainly been greatly neglected. If there are four-hundred-twenty- 
odd vacancies the re, how hi ave you gotten alo! o without them, if they 
are really important? 

Mr. Brastey. Many of these vacancies, I am confident, result from 
the fact that this educational program has been undergoing rather 
rapid expansion during the last 2 years, and the program has been 
expanding faster than we could recruit teachers. 

Mr. Davis. Are these new positions that have been created that have 
never been filled ? 
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Mr. Beastey. I am quite certain that most of them are, Mr. Chair- 
man. I would like the opportunity to check on that. 


Mr. Davis. I wish you would furnish that information for the 
record. 


Mr. Brastery. Yes, sir. 

Mr. Davis. When were they created ? 

Mr. Beastey. There have been substantial increases in educational 
funds for the last 2 years. 

Mr. Davis. You are not prepared this morning to tell us where the 
increased positions would be placed, and where the new positions 
would be filled, or just what functions would be performed by those 
occupying these positions? 

Mr. Brastey. I am unable to give you that information this morn- 
ing, but I can certainly supply you with that information as to where 
those positions would be located. 

Mr. Davis. I would like to have that information supplied for the 
record. 

Mr. Beastey. Yes, sir. 

(The matter referred to is as follows:) 
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Mr. Davis. Now, in the National Park Service, you have 425 vacan- 
cies, and 170 new positions to be filled. Where are these 425 vacancies 
and where are the 170 new positions? 

Now, before you get into that, however, you accounted for about 
half of the vacancies in the Bureau of Indian Affairs. Now, what 
about the other approximately half of 938 vacancies ? 

Mr. Brastey. There are 47 vacant positions in forest and range 
lands; there are 63 vacancies in the soil and moisture conservation 
program; there are 44 in the management of Indian trust property. 

I am just giving you the larger items. I can give you where each 
vacant position is but I am just limiting it to the major items. 

There are 87 in the construction work of the Bureau of Mines; there 
are 77 in construction work on irrigation systems; there are 10 in 
buildings and building utilities; there are 52 vacancies in road 
work; and there are 39 in general administrative expenses. 

Mr. Davis. Are these new positions or old positions ? 

Mr. Breastry. Many of them are new positions. They reflect posi- 
tions which are associated with increases granted in the 1956 Appro- 
priation Act. 

Mr. Davis. Is that agency expanding so fast that you just cannot fill 
the new positions as they come along so that before even filling the new 
ones, you add more new ones? 

Mr. Breastey. I would not describe it that way, Mr. Chairman. 

Mr. Davis. Well, I want to get what the facts are, now. I am just 
following what you said. You said that a great many of them were 
new positions.. If you can state how many, I would like to know or 
about what the percentage is. 

Mr. Brastey. I could not state it without giving it further consider- 
ation and further study, Mr. Chairman. 

I would like to emphasize again that, in my opinion, the vacancies 
grow out of the manpower utilization program. We frown upon 
employment in the Department and I feel confident that has had a 
material effect on the large number of vacancies we have 

Mr. Davis. Now, one thing I am thinking about is this, that where 
you have vacancies, why do. you not utilize some of these vacancies, 
to perform service that would be required to be performed in creating 
these new positions? Would it not be possible to do that? 

Mr. Brastey. Where that can be done, I think certainly it should 
be done. 

Mr. Davis. If you have a GS-3, 4, or 5 vacancy in one place, why 

can you not utilize that vacancy to put someone in there and cut off a 
new position which is being created ? 

Mr. Beastey. In some instances that would be possible. However, 
some of these vacancies may exist at a field station in the State of 
Washington whereas one of the new positions may be authorized for 
the State of New Mexico. 

Mr. Davis. Has anybody been probing into that situation or investi- 
gating it to see just to what extent these vacancies could be utilized, 
instead of creating new positions. Is anybody in your Department 
charged with the responsibility of looking into that feature of it? 

Mr. Brastry. Yes, sir; there are people that look into it. How- 
ever, I do not want you to be under the wrong impression, and as to 
whether it is being done, I would have to state, to my knowledge, 
that it is not being done at the moment. 
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MANPOWER MANAGEMENT IN THE FEDERAL GOVERNMENT 1): 
Mr. Davis. Why is it not being done, Mr. Beasley 

Mr. Brastey. Well, it is being done indirectly, but certainly not 
directly, and that is why I said 1 did not want you to be under the 


wrong impression. These surveys and studies that we are making 
cert ainly look 0 the manpower requirements in each area that is 
being surveyed, « studied. 


Mr. Davis. One of the principal things our subcommittee has been 
trying to impress on people is that the transfer of people from one 
position to another, the transfer of an employee from a position where 
he is not needed to a position where he can be utilized is a very effee- 
tive way of cutting down on the number of unnecessary employees. 
That, it seems to me, is a pretty plain propos ition. Does it not seem 
to you that it is, Mr. Beasley ? 

Mr. Beas.tey. It is cert: alnly a logical approach to the problem. 

Mr. Davis. If nobody in your De ‘partment is following through on 
that, it looks to me like it is a very Important step which 1s bei ing 
completely overlooked in this manpower utilization program. 

What do you think of that ? 

Mr. Breasiey. I am not sure that it is being comple Te ly overlooked. 
I just wanted to give you a fairly straight answer to the question that 
it is not directed at the particular approach you have suggested. 

Mr. Davis. Is it possible to get some information in that respect ? 

Mr. Brastery. I can assure you that we will immediately undertake 
an effort to make such determinations. 

Mr. Davis. That is fine. 

Mr. Gross. If I may make one observation, I would like to do so at 
this point. Let me say with reference to the Jesse Thompson case, 
Mr. Beasley, that it is my opinion after having studied the case and 
knowing some of the details of it, that had you been in a position to 
settle and resolve that case when it first originated at a very early 
stage, that it would have been resolved. It seems to me that it points 
up ‘to what the chairman is getting at, that if there is to be that kind 
of duplication, that mishandling of manpower in the Department 
where the Secretary himself «nd the Director of the Fish and Wildlife 
Service was fully cognizant of all the facts, if that sort of a situation 
can obtain with people at the top knowing all about it, what we can ex- 
pect from the Department with respect to manpower utilization much 
turther down the line. 

I certainly agree with the chairman that every effort should be made 
to satisfy any additional requirements out of the vacancies that al- 
ready exist before newly authorized employees are utilized in any 
possible way. 

Now, Mr. Beasley, I have some information here which indicates 
that from 1940 to 1953, there were 18 employees in the Fish and Wild- 
life Service of grade 13 up to and including grade 17. In 1953, there 
were 36 such employees, or a 100 percent. increase in 1953 over the 
— from 1940 to 1953, a 100 percent increase in those grades from 

13 up to and including 17. Do you care to comment on that? 

Mr. Brastery. In the absence of an analysis of what caused it, I could 
not comment but there are certain circumstances that I am aware of 
that would indicate some causes for that. 

It was in 1941, I believe, that the Bureau of Fisheries and the Bio- 
logical Survey were consolidated to create the Fish and Wildlife Serv- 
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ice, and it was only logical that there would grow out of that consoli- 
dation some increase in grades by reason of more responsible jobs be- 
ing assigned to the personnel. 

Since then there have been new programs added to the Fish and 
Wildlife Service. 

The river basin studies grew out of the 1946 act which necessitated 
the establishment of a new organization within the Fish and Wildlife 
Service. Since then, there have been several laws gens relating to 
research on fish in the high seas which have brought about some in- 
crease. Regionalization of the Fish and Wildlife Service has taken 
place since the consolidation and I am certain that most of the increase 
resulted from changes in organization structure and additional re- 
sponsibilities imposed by statute. 

Mr. Gross. If this reorganization goes through, as contemplated 
under the bill coming from the C ommittee on Merchant Marine and 
Fisheries, do you anticipate a still greater up-grading of employees? 

Mr. Berastry. I do not see how you can avoid some up- oeailan. be- 

cause the Bonner bill provides for an additional Assistant Secretary 
for Fish and Wildlife, a Commissioner of Fish and Wildlife, and a 
Director for the Bureau of Commercial Fisheries, and a Director for 
the Bureau of Wildlife. 

Mr. Gross. It also provides for Deputy Directors, does it not? 

Mr. Brastry. Yes. I am confident that there should be some up- 
grading. 

Mr. Gross. Like the unification of the Department of Defense, 
which resulted in adding layer upon layer of fat. 

That is all. 

Mr. Davis. Mr. Beasley, I would like to know when the results of 
the survey of Indian education will be available. 

Mr. Beastry. I think within a matter of days. I saw the group 
Thursday or Friday and they had their last session in agreeing upon 
the report, so I think the report should be ready within 10 days. 

Mr. Davis. Do you think you could supply it for the July 6 report 
of this subcommittee ? 

Mr. Brastey. If it is at all feasible we will do that. 

Mr. Davis. Now, you were about to give us some facts about the 
National Park Service vacancies: 425 vacancies exist and there are 
170 new positions created there. 

Mr. Beastry. 105 of those vacancies are in the management of 
park and other areas. They are scattered over 181 national parks, 
historic parks, monuments, military parks, memorial parks, battle 
parks and sites, memorials, historic sites, cemeteries, parkways, recrea- 
tional areas, and the National Capital Park system of the District. 
They are located in 38 States. With 105 vacancies that is an average 
of less than 1 vacancy per area. 

The other vacancies consist of 48 vacancies in roads and trail 
maintenance, and 83 vacancies in the maintenance of buildings, utili- 
ties and facilities in these 181 areas. 

There are 60 vacancies in the construction of buildings, utililties and 
other facilities. 

There are 81 vacancies in the construction of parkways, roads and 
trails. That includes practically all of the vacancies. 

Mr. Davis. Well, now, would it be possible, or are you prepared to 
say whether or not it would be possible, to fill these 170 new positions 
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which have been created by the transfer of some of these positions out 
of the 425 vacancies? 

Mr. Beastey. I would say in the case of the National Park Service, 
it would not be possible, Mr. Chairman. 

The Park Service has been understaffed for some time, which has 
resulted in growing complaints from the public about the inadequate 
facilities that are available in the parks, including personnel. We 
have to have the entrances to the parks manned to collect the entrance 
fees. We have to have rangers stationed in the parks to assist the 
public as well as to protect the parks themselves. I believe that this 
is one case where it would not be possible to utilize existing vacancies 
for filling the newly authorized positions. : 

Mr. Davis. You stated, I believe, that of this number, 170 are 
being created largely to carry out this mission 66 program / 

Mr. Beastey. Yes. 

Mr. Davis. A 10-year program for the development of the parks, 
to meet the expansion of the number of people who would visit there, 
and that by the end of 1966, you thought these additional services 
would be required, or would be required in the meantime, to meet this 
1966 standard. 

Inasmuch as these are distributed throughout a great number of 
your parks and reservations, do you see any possibility of utilizing 
any of these for that purpose ? 

Mr. Brastey. To be perfectly frank with you, I do not. It is 
estimated that by 1966, there will be 80 million people annually visit- 
ing our park areas. There are around 50 million visiting these areas 
now. I think it is around 50 million in 1956, and we estimate around 
55 million in the current fiscal year 1957. 

Mr. Davis. Let me ask you this: Is this 170 that you think you will 
need between now and 1966, or is it contemplated that there will be 
an annual increase ? 

Mr. Beastey. The Mission 66 program peneses for an increase 
each year during the next 10 years, so that by 1966, you will find the 
staff of the Park Service increased almost 100 percent. 

Mr. Davis. And how much would that make the total at the end 
of the 10th year? 

Mr. Brastey. Well, there are around 4,300 permanent positions 
vow. It would run in the neighborhood of around 8,600. 

Mr. Davis. And in addition to that, all of the temporaries, too? 

Mr. Beastey. Yes, sir. 

Mr. Davis. Is it contemplated to increase the number of temporaries 
at the same time ? 

Mr. Beastey. Yes, sir, there will be an increase in temporary em- 
ployment as well. 

Mr. Davis. If all of this is true, if your number of visitors will be 
increased only from 50 million up to 80 million, why is it necessary 
to have a 100 percent increase in the number of employees? 

Mr. Brastey. The best answer to that is that the number of visitors 
has gone up from around 20 million to 50 million with substantially 
no increase in the number of employees so that there is an arrearage 
there in the development of the parks and the staffing of the parks, 
that we have to catch up with as well as the number of people re- 
quired to meet the 80 million visitors we expect in 1966. 
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Mr. Davis. There are a number of questions which I would like to 
ask you about these functions, Mr. Beasley, but our time is just about 
up. 

I would like to have you give us a breakdown of these functions in 
these other Bureaus and Departments, and to give us in connection 
with that, information as to whether or not it is possible to transfer 
some of these vacancies over to places where these new positions have 
been designated, und to eliminate some of the new positions or let the 
vacancies remain unfilled permanently where they exist now. 

Mr. Brastey. I shall be very glad to do that, Mr. Chairman. 

(The information requested appears on p. 123.) 

Mr. Davis. Now, I want to say that you have been very frank in 

talking with us here this morning about these things, and I appreciate 

the frankness with which you have answered us. I will look forward 
with a lot of interest to the information which you will supply for 
the record. 

Thank you very much for coming, Mr. Beasley. 

Mr. Brastey. Thank you, Mr. Chairman and gentlemen of the 
committee. 

Mr. Davis. The committee will take a recess subject to the call of 
the Chair. 

(Thereupon, the committee recessed subject to the call of the 
Chair.) 
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